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\Eﬁ‘ EXECUTIVE SUMMARY

2 JYYN

This is the first of 12 quarterly/rdports due over the next
three years. As readers tread among numerous studies in myriad
details that follow, they must be ever mindful of this
evaluation’s intent, the emerging themes from the data already

collected, and the weight of the evidence bearing on the themes.

~“The evaluation of the human dimensions of the New Manniug
System (NMS) speaks to two broad questions: (a) What are the
effects of COHORT on soldiers and their units? and (b) What are
the effects of COHORT on soldier families and communities?
These are the vital questions the research addresses directly.
Other issues are specific applications or variations: the effect
of COHORT on battalion rotation; battalion reconstitution; unit
climate and spouse adjustment; and the establishment of light
infantry divisious., G~ - -

This report deals almost exclusively with the larger
isgness The specific applicatious are just getting underway, and
will provide the interpretive context for the survey and
interview data that address the main two questions.

IMPACT OF COHORT ON SOLDIERS AND THEIR UNITS

With respect to soldiers and their units, the NMS seems to
achieve greater soldier will and horizontal bonding than
conventionally organized units. To say this is a bit like
forecasting the outcome of a presidential election on the basis
of a few early returns, but the signs all point 1in this
direction. The early interview and survey data from USAREUR
companies/batteries, a 20% sample of all battalions included in
the refocused NMS, and a reconnaissance in the 7th Infantry
Divistion {(Light) all show consistent differences iIn soldier will
and bonding in favor of COHORT.

The survey results are not simple to interpret. The
questionnaire includes seven dimensions of soldier will: (a)
company combat confidence (b) senior command confidence, (c)
small-unit command confidencu, (d) concerned leadership, (e)
sense of pride, (f) uoit social climate, and (g) uwnit teamwork.
Not alli COHORT units surpass conventional controls on &1l

dimensionsg, but the generesl trend 1is toward the superiority of
COHORT wuuits.

In the past, the possibility of aven measguring soldier will
was challenged by many. Despite the ulgh correlation of
questiounaire measures and compat performarce in Woarld War II, as
well as subsequent work in both the Igraeii Uefense Force and the
U.S. Army, skepticism was defensible. Proper pgychometric
studies of raliability and walidity had not been dona.

Skepticism i{s no longe:r warranted. The questiounaire {ustrumants




a - now meet conventional psychometric tests of reliability and

.é‘_ validity. The consistent differences between COHORT and

qﬁ nonCOHORT units cannot be. ascribed to an uncalibrated measuring
s stick. Those who wish to further challenge the reliability or
ﬁ validity of questionnaires must now debate philosophy of

i measurement.

i

The more important question now 1s whether the meadasures
developed are useful for anything save differentiating COHORT
¥ from nonCOHORT units. The key here will be the Army's abillty to
§k develop reliable and valid “"hard” measures of unit training
by performance, Future reports will take up this issue.

“%ﬂ IMPACT OF COHORT ON SOLDIER FAMILIES AND COMMUNITIES

The effect of COHORT on soldier families is also clear, but
A less consigstent in the data at hand. COHORT provides
S extraordinary potential to develop strong positive emotional
bonds amocug families and between families and units. This
potential is oftenm not realized, primarily becsuse unit leaders
view their units in terwms of discrete training/inspection events
rather than in unit life-cycle terms which enable building ever
stronger relationrships throughout the life-cycle.

Another limit-to-potential has been the difficulty in
providing adequate staff and resources at the installation/
community level te absorb units when they arrive en wasse. This
has been especially critical in USAREUR. Simply dumping an
entire company or battalion on housing aad other community
support agencies that are resourced to handle only handfuls of
daily arrivals leads to frustration and anger, a finding that
scems hardly surprising. A closely related limit-to-potentlal
has been some of the early special treatment of COHORT arrivals
OCONUS. 1Issues of perceived fairness and equity on the part of
nonCOHORT soldiers and their families always evoke frustration
and anger, another fiunding that is not surprising.

The surprise is the variability among the seven dimensions
of soldier will, and the variability among units with respect to
families. The data at hand, preliminary as 1t may be, suggest
only one explanation: leadership at the company/battery level.

v

FADERSHIP AT THE COMPANY/BATTERY AND BATTALION LEVELS

Iy Interviews and observations summariznad in this report
i, repeatedly come back to company/battery policies and practices
i\ which either enhance or inhibit the poteutials of COHORT. The

s COHORT process cannot substitute fonr good leadership but wmay, to
a limited degree, compensate for leadership deficiencies. There
Bl is no question that gifted company/battery leadership can achieve

o higher levels of soldier will and family-unit identification and
. bonding 1ian a COPORT unit. The question 1is wny all COHOKT

ﬁ_ commanders cannot better capitalize on the comnsiderable assets

Qj provided.
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One possibility is battalion commanders and the leadership
climate and context which they set. Cchesion is a battery/
company phenomenon enacted on a stage set by battalion. The
respective contributions of battalion and battery/company
coumanders to soldier will must be a principal focus of future
research.

A gecond possibility is that senior leaders fear COHORT
units. The strong horizontal bonding among lower ranking

'”&V soldlers challenges the established ways of leadership. Divide
A ' and conquer techniques will not work because COHORT soldiers
[ respond as one. Leaders, therefore, have to be be consigteunt,
ﬂrf say what they mean, and mean what they say. The accretive
)

A training potential of COHORT units places increased demands on
' leaders used to the old ways of repetlitive, low level training,
demands that many find threatening to their own sense of
competence. Soldiers who know each other well seem to expect
their leaders to know them well, too. Leaders who faar knowing
and being known find COHORT units an -gpecially difficult
challeugae.,

Still another possibility, especially with respect to
families, 1s that leaders simply do not have the skills
required. They have been trained to plan aud issue directives,
and are at a loss when the organizational context requires
different responses. The best exawple 1s superd loglstical
planning in rotating units to Europe, but the notable absence of
luvolvement of key family members in the planning and moveument
process. Family members are not members of the unit astaff. They
have to be organized and led a&s a vaoluntary associatlion of aequals
5 rather than a work hierarchy. Leaders may never have thought of
- the differeunces in leadershilip required. Since they have no

iR military training iu leadiug assoclations, they Jdgnorae thils

! dimension of ZOHORT potaential aud confine themselves Lo doing the

' ﬂ things for which chey have beued tralued an. with which thevy fael

L comfortabla.,

» ,'\'_'r',‘I

;n& With respect to the fawily issuas, the 7th Infaatry Divigica

e (Light) seems to exparizuce all of the problems noted 1a other

:ﬂgﬁ unitss  With vespact to soldiers, COHORT in the /th TD(L) scewms 2
Tﬁ;‘ to realive «1l that war promisad and wmere.  The doata are X
in prelimivary and ilwmpresdiouistic, but the leadership clfante 1u ’
5}@ the division suews rewarkably diffeveuuw frow oicher locatious. :
_fi- This muy be the resuli of sampifag eccor (comnanders and geaiovw

4 K WCOs in the combat arws are over-rupresented), leadev selacticn :
oy (handpicked for battaifon commands), a halo effect, or thae result i
"?E 0of couscilous leadership decislaony rthroughout the uvvzanizatlou. -
2B The 7¢h ID(L) werits cavefusl attevcion in future evaluation .\
e ragsearch.

R

. i— In any case, the data av nand pelonn Lo leaderstip as the

T privclpsl moderator of COHORI potedstlal. Why aue how are

-;ﬁﬁ questionds subsequeut aovrk will explore.
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”?? Chapter 1
o
A OVERVIEW
x@i } o

L James A. Martin, Ph.D., ACSW
ﬂ Major, Medical Service Corms, U.S5. Aruy

o}

I\-

! Department of Military Psychiatuyy

Q Walter Reed Army lTastitute of Research
N Wagshington, D.C. 20307~5100

wﬂ The author ackunowledges the countributions made by MAJ(P) Qobert

Je Schueider to this chapter, and by Dr. Charlene Lewis in her
T report on the COHORT Compauny Rotation.
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Chapter 1
OVERVIEW

1. Background

a, In 1981 the U.S. Army instituted the New Manning Systen
(NMS). The primary objective of this program 13 to increase
combat effectiveness through the reduction of persnnnel
turbulence. By creating more stable uaits, the Army hopes to:
(1) enhance unit traianing, (2) promote futerpersonal bonding
among soldiers as well as between soldiers and their leaders, (3)
increase the soldier's cowmmitment to the unit's mission, and (4)
develop a greater sense of esprit de corps among unit membevs.

b. The NMS program is compomed of two Iindependent sub-
systems: the U.S. Army Regimental System aand the COHORT
(Cohesion, Operational Readiness, and Trainiang) Unit Movement
System. WRAIR's NMS research activities target ca the COHORT
Unit Movewent System. The huwman dimenslions involved in the
iuplementation of this system are the focus of this report,

2. The COHORT Unilt Movement Systew

a., This system is designed to keep soldiers and theilr
leaders together in the same units for lenger periods of time.
At first, the focus was exclusively on company-sized units.
¥Yirst terw soldiers who had their initial Army trainiang
experience as a group; called One Station Unit Training (or
OSUT), were matched with a cadre of officers and NCOs to form a
new unit at a FORSCOM installation. These COHORT uuniis had a
three-vear life cycle geared to the first-term soldiec's
enlistwent. In the majority of cases, the uunit was deployed
OCUNUS for a part of the uuit's life cycle (18 months USAREUR or
12 months Korea).

b. 1u FYBY5 HQDA decided to reorganize a number of combat
battalions under the COHORT Unit Movement System. Eight
battalions were formed under a modified COHORT model. These
un!te are scheduled to rotate to aud from USAREUR during the
sumaner of FY86 (four units in CONUS will switch with four units
in USAEEUR of the same type coewmbal arws). There are also four
COUCRT battallous wh ch were formed (wiih traditiounal COHORT
companiss/batteries ) as part of the 7th Infantry Division
(Light). These battalious are not c¢urrently scheduled to rotate
OCCNUS.,

cs WRAIR wase 1luvolved 1n the HQDA NMS IMaeld Evaluation from
the begluning. During FYB84 and FY85 WRAIR studied a set of
USAREUR based units (COUORT and wmatched nonCOHORT couwpanies/
batterics). This raescarch involved interview and suivey data
collection 1in the sawme units across multiple pointu in tiwe. A
gummary of this research 1s included in this report (Chapter
111).




de Also during FY84 ana FY&5, WRAIR conducted an in-depth . ..
field study of family and coumuaity issues related to the
formation and rotation to USAREUR of a single COHORT company.
Information from this study 1is included in Chapter VI.

e« In FY84, under the sponsorship of Army Community Service
(TAGO), WRAIR began a three-year panel study using surveys and
interviews of the wives of soldiers assigned to 14 selected
COHORT companies/batteries. The first report on this study was
provided to HQDA-ODCSPEK in August 1985. Information from this
study has also been integrated into this report. The second
report will be completed during the second quarter of FY86.

3. The HQDA NMS Refocused Field Zvaluation

a. WRAIR's participation in the refocused evaluation
involves seversl distinct research activities:

(1) Soldier survey., WRAIR, through TCATA and their
BDM on-gtation data collection agents, is conducting self-
administered attitudinal surveys among members (80% or more) of
selected COHORT and nonCOHORT battalions and companies/batteries
both in CONUS and USAREUR. This survey involves five iterations
over three years. The primary objectives of this effort are:
(a) to develop reliable and valid survey measures of "soldier
will® (the variouse human dimensions thought to be associated with
individual combat readiness and psychological sustainability in
combat); and (b) to compare COHORT and nonCOHORT units on these

9

T ” .‘..-_'"
e i b e ~
3 % ; o

i dimensions of soldier will. Results from the initial efforts to
:5@ develop the soldier-will measures, as well as some initial

COHORT-nonCOHORT compariesons, are included in this report
(Chapter V).

(2) Spouse survey. In October 1985, WRAIR will begin
a panel study of a sauple of wives of COHORT and nonCOHQRT
soldiers. This study will build on previous WRAIR Family Unit

I Ry X
| = ?ii’:‘

'S
éﬁ} research and will investigate the relationship between family

U life 1ssues and soldier-unit performance. Data collection will
Sg involve three iterations of a self-azdministered mailed survey
g&i over an l18-month period.

A
WR (3) Battaltea rotation, family-unit-community study.
- This descriptive study, wbich began in October 1985, involves an
Q@‘ indepth look at bdbattalion rotation planning and implementation.
ﬂ The study's purpose 1s to describe the impact of the rotation
}@k process on the rotating families, other community residents, and

the community.’

_ (4) Unit interviews. In October 1985, WRAIR
éﬁﬂ scientists began a series of unit visits designed to provide
fﬁn addicional qualititative information in support of the COHORT~
C nonCOHORT comparisvns. Three times over an 18-month period,

+ extensive individual and group interviews will be conducted with
jﬁ selected battalion commanders and their staffs, coumpany/battery
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3 companders and their cadre, and selected groups of 'rat-term

3 soldiers. These in depth interviews are designed enhance the
interpretation of the survey data, and to allow WRAIR sclentists
the opportunity to explore emerging issues in ways not possible
with sole reliance on a structured survey instrument.

(5) Battalion reconstitution, morale and cohesion.
Under the NMS, rotating battalions have stabilized personnel
agsignments with augmentations made only at 18-month intervals.
"Packages” of mostly first-term soldiers will be added to the
battalion at these points; these packages will be squads,
platoons, and even companies. Many of these soldiers will have
trained together and will arrive at the unit in cohesive groups
with the expectation of remaining together. Most of these groups
will be s8plit up to meet the replacement needs of the
battalion. At the same time, the battalion will have trained as
a group, will have been together for at least 18 months, and will
be fairly cohesive. The implications for morale and cohesion of
integrating a new soldier package into an already existing and
cohesive group are not known. The purpose of this project is to
describe the reconstitution and socialization process, and to
learn how they affect morale and cohesion.

Pem SR~ - | BB ol e aPey - B oSS el ed

-—
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(6) Unit climate and spouse adjustment. The
relationship between soldier adjustment and family or spouse
adjustment has been demonstrated in several studies. As
intuition would suggest, soldiers who are experiencing family
difficulty or turmoill are more likely to have job-related
probleus as well. On the other hand, spcuse adjustment problems
seem also in part to depend upon attribuces of the soldier's
unit. Such attributes include unit cohesion and command climate.

R R e I e N e e T K T INEW AT

(a) There are several studies which suggest a
relationshlp betweer unit climate and spouse adjustment. The
, purpose of this researcih is to examine the nature and strength of
il this relationship. Such a relationship would demonstrate haow
.f€ effective small unit leadership might ensure family commitment to
e the mission.

Ak (b) leaders must not only attend to building

? cohesion among their soldiers, but must attend as well to the
lmpact of unit policies and practices on families. Thus, 1f wpoor
s command climate leading to family problems is in turn reflected
kgj in lost training time due to family problems, lower reenlistments
' and extensions, and increased health visits by family members,
R then the Army has a vested readiness interest in the {impact of

|

,iﬁ? unit leadership on the well~being of families.
. lq"-.
L
i (c) In addition, results of this study will
» :ﬁ provide unique data concerning the mechanisms through which
M' workplace attributes such as unit climate affect family coping
”ﬁz and adjustment., The kinds of information that are shared between \
‘gﬁ} soldier and spouse, how they are conumunicated, and attitudes the r
S'f{ soldier conveys to the spouse surely play a key role. However,
g
' % I-4
B P el l Tl S P N SR
BasaNuaNA, i :ﬁ\i



what these communications are, and how they are filtered and
altered, are worth special study.

(7) A study of the 7th Iufantry Divigion {Light). An
assocliated NMS research effort ig an extensive investigation of
the establishment of the Army's first light infantry division.
The research activities at Fort Ord involve: (a) interview-~
observational study over time of one COHORT battalion, (b) a
study of leadership issues across a number of COHORT units, and
(c) a study of family-unit-cowmunity 1issues related to the
establishment and operation of a light infantry division. The
reconnajissance phase of the study is completed, and initial
impressions 1ire included in ihis report (Chapter VII).

(8) The establishment of a human dimensions study
advigsory group (SAG). In the second quarter of FY86, WRAIR will
establish a SAG cowmposed of distinguished retired military
leaders and emineut civilian scholars. These individuals, along
with key representatives of HQDA (DAPE-PSB), Training and
Doctrine Command, Soldier Support Center, and WRAIR will evaluate
the results of WRAIR's Human Dimensions analyses and develop
further research issues as well as policy and program
recommendationg. WRAIR recommends that the study advisory group
process be carefully monitored and, if effective, that 1is becomes
a model for & similar study group at HQDA. The HQDA SAG then
could review and analyze the entire spectrum of NMS evaluation
activities and the develepment of policy recommendations for the
DCSPER, VCSA and CSA.
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Chapter II

SUMMARY THEMES AND FORECASTS

l. In 1979, wheu the idea of delilberately creatiug cohusiva ﬂ
units was first proposed, Morris Jenowitz, the dean of American '
nilitary sociology, said: "The question is not how to craatlae :
cohesion. Armies have kuown how for centuries. The question is

why the American Army doesn't want cohesive units.” The truth of
this penetratlag observation is the primary thems of this veport.

2, From the beginning .ie American people have bean suspicious
of armies; the more spirited the army the greater the reason to
fear 4t. President Thomas Jefferson epltomized American
ambivalence. Ile recogalzed the need for trained avmy otticars,
but he signed the legislation establishing the United Stutes
Military Academy with grave wisgivings that in time Lhe soldiars
would become more loyal to thelr regimeats than to the Rupublic.

3. Dr. Marlowe takes up this theme 1in the uext chapter (Chaptur
ITII)., He reviews the ilmportance of small=-unit coliusion
(recognized since ancient times), and details how the Awericén
Army has come to accept 1t as a desirable by-product, rvathaer than

a central axiom 1. wilitary organizatioual design and practica.
He also discugsgses how wmodern tactices, techunoloygy, doctrinu, aund

weaponry make swall group bounding uespecially critical ftor
survival on the moderun battlefield.

4. Marlowe notes that the COHORT experiment with companies aund
the subsequent move to COHORT battalious ay part of tha Naw
Manning System (NMS) had two==-and only two--purposes. The fivst
was to create military units characterized by bhigh luvels of
trust, self-confidence, competence, and cohbesion that would
enable them to survive the f{irst vattle. The secoud purposu was
to increase training proficiency by reducing persounel turbulaeuca
and, thereby, facilitate cumulative rather than rveputitive
training cycles,

5. The two expectations fovr the NMS wmerit coutinuous aemphdasis
because they are often confused in the American wiasli {ovr a wagic
bullet .hat will lay to rest vexing problewms like tevulistueut
rates, $QT scores, PT scores, and soldier bitching about the
Army. The NMS never prouwmised anything wmore than better tralned
0o soldiers who were more confident in each other aud wove likely to
stand and fight in the firgt battle.

é

!i 6. Anuther source of confusion about the NMS hus been

ﬂa unwarranted expectations rouncerniung the quality of {nterpersonal
bonding. Marlowe is carzful to note that military unit cohesion
1s not a fuzzy, warm feelinz among the privates that sends then

1
oy
”‘3% ma ;ching off to war humming regimental ditties. Militavy uunilt
> couesion represents bondings of soldiers of equal rauk as well us
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batwewn ranks, coumitmeut of sll runks to the military nission
tand the attfirwation ot special propevties of thelir group, team,
crew, company, or battery that wil]l keep them alive in combat.
The bonding often gets expressad in fuzzy terus like love,
fawlily, and brothmrhood, but these sentlimunts are rooted in
contidance of other unit wumbers' cowmpetunce to insure

survival. All the good fueeliangy iv the world will not turn an
anemy assault, but shacply hoaned militavy uwkills 4n the huudy of

woldiers who Dbeliave in thelr leadders and who trust each othur as
brothers will.

7. Iu the another chapter Marlowae summsrizes his observations of
iultial COHORT couwpanlus in ¥arope (Chapter LV). Quantitativae
quesliounaive data, inturviews, aud obsurvatious iu the fiald
load him to concluda that kuuping first tuwrm soldiuve topether
atter one=~stativu~vait=trainiuyg (OSUT) procedures had schiavaed
Kruatur hovizontal cohusion than that achleved io coaventionully
organlzed unites Veupite chargeuw of elitism and favoritium,
despltu repeatudly showing oltl to visitore, despite hostility
frow wouww senior leadevs and sistur units, «veon Lhe most
skuptical coummanders coutided to Marlows, "Thuy urun't purfect,
but thuy luook dawmied good 1iuw the tleld, betrer than wont of wmy
couventioually ovvganizud compuniuw.”

8., Murlowe i{duutitiaed twvo problewms, howe.ar, 1in raalizing the
dual objectivas toward which COUHOKYT was ueveciwase The tivst was
extirewe varlability {n the daegree to wh'ch COUORT units warwe
vartically bouded. The OSUT uexpurieuce vewnud to weld the lower
ranking eulistud {uto a colivslve whole, bul wauy NCOs and
olticers seenwd to have ditticulty adaptiag to the wew uunits.
ludeuwd, wauny savmed to have dittlculty talkleg fuforwally with
thulyr soldiurk at all!l lustead of joiniug the unit aud, earuinyg’
reepucti=~us Lhuy will have to dJdo 1o cowbat--leaders seamad oo
ruact with woclial distauce and an asuthovitartun leadevshlp wtylae
buttur sultud Lo leading truluuuws or greun troops without uan
wetablliubud social Listory.

Y. Auuthur rodson tur suvcial distaunce fnvolved tratniny.

Marlowe obsdrved luuaduevs who experlueunced Lha chauge Lo cumulative
trafvniug threateniuy and vwbavvasaluyg. Thay were Lhreatened when
vhe troopn balkaed at repetitive traiuing on skills they had
weytdred, and vmbarrassed that they had Little aulve to teach
themw. Again, wainy luadevs wei this challauge with increuasad
social distauce and vecourse Lo an wuthoritacian 'wadecship
slyle, 1t 18 uot sBurpristinyg Lthat the eavly COHORY coupanies
whowed satisfactory horizoutal boudiug, but disappolutiayg that
they showued little chauge iu vertical boudiuy or {u cumulacive
Lrafaluy over conveutloually orgunleud couwpauniaw,

10s Major Mavtin's study ot the iwpact of COHORT on familles aud
cowwunities (Chapter V1) sheds turther light ou why COHORT units
achieve ouly a swall tvaction of thuedr potential. Mart.n noted

the sawe extvewe variability awmong COHORT coumanders with respect
to rawlly boudiuyg aud fdentiticatioun with spounsor units that




Dyl
3&@ ' ll. 1lnstead, leaders continued to view unit life as a series of

Marlowe had noted with respect to soldier-leader interactions.
.W. In Martin's view, few leaders seemed capzble of counceptualizing
their role and the unit in life-cycle terums.

discrete events (ARTEP, AGIL, OCONUS rotation) essentially
unrelated to each other. While this may be a valid assumption in
, convarntional units, 4t fails in COHORT units because the

R parsonnel ara utabilized, In COHORT units it is possible to

' buil’d or the experiences of the la.t event to better prepare fovr
the next. Butr leaders ignore such possibilities, possibly
becausy they have never bean trailned or required to think beyond
three~wonth time spuns.

12. It Martiln is correct that company/battery leaders fail to
sue the world beyond the next unit "event,’' then both the failure
to capitalize on potential family involvement and the failure to
plan and execute cumulative training become understandable. The
difference in thinking is between, ou the one hand, where the
leader wants the unit 1in ¢ix months, one year, and two years
(which includes ARTEPs, AGLs, rotations 4s a means), and, on the
otht * hand, werely wauting to rass the AGI (as an end) before

) begiuning to think about the rext event iu unit life. This

. inslight suggaests the possibliity of greater realizationm of COHORT
potential by teaching cowwranders to thinl of themselves and their
.t unitay in terms of life~cveles vacher thaun discrete events.

A However, aven this possibility presumes s battalion command

iﬁ climata supportive of longer range planning, a point that Marlocwe
repeatedly vndurscores.

iy 13. Martin reports that vhe consequeaces of taking a life-cycle
viaw are drawatic. Units taking such an approach have eucouraged
4 consdidirable fawily involveument in the rotatiou planning and

W

9@4 prapuration process, and these units have had very positive

AN rotations. He also notes that units which began their rotation

”H preparations early (language training opportunities for families,
L for axrmnle) have engeadered a positive windset among family

_i% mewbeors that centinued ftollowing rotation. Uunits that took

}1 uadequate time to settle their families on arrival had better

S adjustments than unity that immediately deployed to the field. He
fﬁg further notes that fawily wembers wil] tolerite considerable

1 uncertainty {f they know the uanit lecadership 1ls keeping them

mﬁﬁ Inforuwed to the best of its ability.

Voo

;JQ l4. Martin also describes some of the negative impacts of early
. rotations on the installations and communities in Europe. He

5’$ ascribes this to the failuve to provide knowledgeable family

support officers, Jncreaced persconnel for impacted communities,
aid a mechunism for sharing lessons learned among rotating

units., He is right on all counts, but ultimately agrees with

_ Marlowe that compuuy/lottery couwmander initiatives play the most
;g critical role. Why are commanders so seemilugly inept at

“?{ involviug families in unit life?
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15, One reason is that they have never been tralned to involve
families. It is all well and good to exhort them toward greater
diligence, but what might they do--concretely, for instance,
right now--to improve the situation? Traditional Army leadership
training offers them few clues. Lieutenant Colonel Furukawa and
his associates, Drs. Kirkland and Teitelbaum, suggest another
difficulty based on their expsrience with the 7th Infautry
Division (Light) at Ft. Ord (Chapter VII). Involving family seems
to require different leadership skille than leading work groups.
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16, The Ft. Ord experience suggests that family support groups
exist in structural opposition to military work groups. Support
groups work best when military rank is minimized, when they
receive maximum support but minimal direction from commanders,
and when they include single soldiers in bharracks as well as
family members. The more initiative they show and the more
demands they make, the more they threaten the commander's needs
to know and to control. Leadership of such voluntary
associations requires extreme patience, tact, aund willimngness to
compromise in the interests of consensus—--skills antithetical to
the military ideal of quick, decisive, unyielding logic.
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17. Leading a family support group is not uunlike leadership in a
church where both the pastor and prominent parishioners receive
deference, so long as they remeuber they are not Yosses, but
firsts among equals. The seemingly confliicting leadership demands
between work groups and voluntary associations may account for
the vigorous and effective leadership roles Army chaplains tend
to play in promoting and maintaining effective family=-unit
relationships. Chaplains, by training and te¢mnperameunt, come
equipped with the necessary .eading-from-behind skills commanders
apparently ignore when traiuned 1in the follow-me tradition. At a
winimum, teaching there 1s & distinction between leadership in
voluntary associations and in work hierarchies would be a useful
addition to Army leadership training.
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18. Research reconnaissance in the 7th Infaatry Division (Light)
stands in remarkable contrast io the initial reportsg frou
USAREUR. Furukawa, Kirkland, and Teitelbaum report many of the
same problems noted earlier by Marlowe and Martin: concerns
about the effects of COHORT on career goals; being in the
limelight; the importance of good communications and relations
with families; the importance of predictable work schedules 1n
garrison which make provision for quality family time; and

disconnects between unit and Iinstallation efforts to meet family
needs.
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19. The remarkable difference in the 7th IDL is the absense of

3
‘
)
", rancor and bitter disappointment repo:-ted so eloquently by /
3& Marlowe. On the contrary, coumanders at Ft. Ord presented i
17 themselves as positively ebullient about their COHORT units and
% the possibilities for accretive training. At all command levels, :
o the command climate was described as ‘a dream come tiue,” where
P
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initiative was encouraged and rewarded and mistakes critiqued and
forgotten. Note must be taken, however, that these represent
officer opinions. The very sketchy work thus far conducted with
NCO's and first term soldiers suggests the same disparity of

perceptions acrocs ranks that Marlowe reported, but their tone
seems more muted.
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20. There are no doubt many reasons for the positive responses
in the 7th ID{L), despite problems experienced at other

- locations, which will surface in future research. The leading
hypothesis, however, consistent with all previous research, is
significantly better leadership. 3attalion commanders were
double selected, first for command and then for the new light
division; therefore it should not be surprising that the best of
the best are better able to capitalize on the assets provided
them. It remains to be seen whether the 7th ID(L) can sustain
its current high level of cohesion, morale, and training as a
more representative sample of qualified commanders takes 1its
place in the new light division. Certainly with respect to

training lieutenants, the 7th ID(L) seems no differeut than other
Army divisions.

s e

21, If they succeed, it seems safe to predict that the 7th ID(L)
will present the Army with the same dilemma COHORT companies have
presented their leaders: demands for new and challenging
trajining opportunities, which will cost more money, which will
fuel jealousy among sister divisions, and which will require
changes in the way the whole Army conceives of training. Like
company/battery leaders, senior Army leaders may find the New
Manning System threatening, once {its implications are known.
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22. Many of the observations on which this analysisg rests have
been previously rédported in bits and pleces to variousz forums
throughout the Army. While conceding the observations are
thoughtful and provocative, they are invariably challenged on the

e Ao e i

% d

§ grounds they are subjective, impressionistie¢ and, therefore, .g
% inherently unreliable. Captain Griffith's chapter on developing h
'Q measures of soldier will ought to eliminate these objections in )
T. all future discussions (J hapter V). E
o 23. Griffith used a collection of measures ranging from F
%} adaptations of World War Il questionnaires to instruments N
g developed quite recently at the Walter Reed Army Institute of "
4 Research. Marlowe used early versions of some of the measures in E
) USAREUR, while others had been used in studies of both Israelti L
Qh Defense Force and American Army units. Griffith's was the first

[ attempt to combine them all, and to subject them to rigorous

&& psychometric analysis for reliability and validity.

4

i@ 24, Griffith reports in elaborate detail and with elegant logic

ﬁi that the “dipstick” has been calibrated. Reliable and

%r psychometrically valid measures of soldier will now exist. F
) Confirming Marlowe's earlier reports, the measures indicate :
?ﬁ small, but consistent differences among the components of soldier .
S‘)‘ ‘.
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will 4in favor of COHORT units over conventionally organized
units. The final results will demand sopuisticated
interpretation, Griffith identifies seven dimensions of soldier
will: (a) company combat confidence (b) senior command
confidence, (¢) small-unit command confidence, (d) concerned
leadership, (e) sense of pride, (f) unit social climate, and (g)
unit teamwork. In general, COHORT units were superior Lo
conventional units, but not on all dimensions. The last word on
the complex interrelations among dimensions of soldier will lies
far in the future.

25. At this early stage, it 1s sufficent to note that the
measures reliably discriminate conventional, COHORT, and COHORT~-
airborne units, as they ought to 1if they were valid. In
addition, they are inversely correlated with measures of personal
distress, medical problems, and wantiug to get out of the Army.
The higher the score on soldier will, the lower the scores on
measures of individual distress. Soldier will measures were also
positively related to positive life adjustment and satisfaction
with the Army.

26, In World War II measures like these correlated positively
with combat performance, but little attention has been given to
them in the American Army since that time. Future worlk will
attempt to correlate measures of soldier will with measures of
training performance. The problem, however, is finding rellabdble,
valid, "hard" measures of training performance or readiness.

27. Another problem will be finding reliable and valid weasures

; of leadership, the single greatest moderator of soldier will and
ﬁé COHORT training potential.

¢

A 28, Tt is far too early in the evaluation to hazard formal

Lﬁ recommendations for sweeping changes. A change as major as the
e New Manning System may require up to 10 years before all the

second- and third-order effects are known. Instead of sweeplug
changes, it seems prudent tc follow the Chief of Staff's
directive to “"fix-as—-we-go."” Even at this early stage in the
evaluation, however, it seems clear that company/battery
ieadership practices need fixing. Two dimensions clearly need
attention: teaching coumanders toe think in tevws of COHORT unit
o life-cycles, and teaching them the difference between leadership
A of work hlerarchies and voluntary associations. It 1s yet
unclear hew to do this. It is also clear the United States Army

Lo
I knows how to create coheslve, competent, committed units, but aot
5 yet clear whether 1t really wants to let them he all they can be.
Q‘
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}}3 Chapter III.

3

.%a THE NEW MANNINC SYSTEM: THE HUMAN ASPECTS AND THE EVALUATION
.;‘:‘n

li l. The New Manning System waw developed Ldu rewpouwse Lo

e inftlatives undertaken by GEN bdward Meyer, tormer C5A, aud was

R futcilally duvelopad along lines suggested by the Army Cohusiou
} aud Stability Task Force (ARCOST) 1in 19Y79. The human ends

. envisionad iu the creetion of the NMS and its COHORT units werae

the creation of wilitavy unite podsassiung the kiuds of unit

. boudinyg, coluwlon, cowpetuwnce, ®salt coufidunce and truwt Lhat

. would unwure uttuctive combat performance aud vrygaundzatlonal
coherence and avold high lavels of paychological breskdown in

J buttle. The cuncept was tuudeawentally aimed at providiug the

' typical cowbat arws unit with bouding, colhiumivenusw aund mutual
trust priovr tuvo commitwmeut tu batile that, histovically, wowt

“a wilitacry unite huve acquived ouly awfter souww days vv weeks of

| cowbat vxpowuruw. In addition Lo the vubhaunced boudiuy wuvisioned,
N 1t waw also telt that the raduction vy persvunel turbulauce and
d the stabllity of COUHORYT units would lead to a siyudficaut

i increawe Lu the levul aud status ot Lvaining 1u such unite. By

. vicrtuw ul pursouwuwl stabilivy, COHURYT unite would Le able tu

L lulluw patturns ol accietlive aud cuwulative traindng {u which
fudividual and ualt tactical #kills would ftucresse wavkedly above
the lavels of cuivenlfoual uuits cowwitted by theilv turbuleuce Lo

ﬁ“ & palieru vl cyclfcal vepetitive tralning.,

! 2, The eituct obf unit cohusion in preventiug psyclological
3 aud putvtormance disitatepgvavion {u battle haw buwu asuply

f Juwmouslrated 1u pawt veweavch cavvied vut in the U.S5. Arvmy ta

I WeWe L1 and Kovea, Lhu Gevuwauw Arumy iun W.W.I1l aud the luvaell Avmy
'# 1u the 1973 Avub-lavauli War. Cohestion bufldiug hasw not, excupt
y tor wpecial aud elite cowbat uuite, bLeen a wajor preocceupution ot
the U, S. Army. UPVriuce tu the duvelupueut ol the New Mauulay
Systum, the crvatliouw ol! cobesive uults wasw a tuuction ot the

T

-t

{
e
‘% special gitits of couwwmasnders, acceidunt, or the by=product of the
'}‘ way Lu which uniis contended with extarnal clvcuwmstances,
N 3. The rvulatiouships detwuun weuwbers of Lthu wmilitavy group
- wubdurvy & unuwber of peyclhological and psychu-social purpuosas.
MZ Thduw have wade Lhe group of critical f{wpuvtance to wilitarvy
- psychliatry. The group provides the swetvvice ndwber with critical
ﬁ social supports thut wediatle the ettfecls of struws, provide a
b peycholuglical "aurwor” of strueugth aud cowputduce through
..J Lucorporation ot Lthe fudividual into the "power”™ of the group,
o leyitimutoy und justitivs the activitieay ot cowbat, e.y.,
ﬁ destyoying the unewy and killing other buman beluygs. It also
kg providey Lhe fuwlvumental and attective bouds that otiur souwv
| asgurance of sululy and wurvivability to the fudividual (u au
'7. ovarwhalwingly howtile envivouwwmwnt., Above all, the cohusion ol
- the uilitavy group holds at bLay what wany particularly BC S.L.A.
R Mavdghall, have described an thae uvurwhnlm{ng aud tevrityiuy
;ﬂ 111-2
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loneliness of the battlefield. In cowmbat whun the connectedness
with one's tellow soldfers as both individuals and the embodimeunt
of the group as real or powerful symbolic others ceasaus, baebavior
alewo tends Lo caasa.

9. In a vervy weigunificant wunse, except for so called elite
and wvpecial units, the U.5. Army has diguored or neglectad
structuring and training ity unite in ways designed to maxialze
aud encourage wilitary uuit cohesion prior to commitment to

battle. This neglect was uncouraged by a number of intervelated
factors.

5. The first waw the fact tuat the Arwy wvasw built on a
draftes buwe tur the wowst significaut part of this cantury. A
base that, except for W.W. Il, wandatad a two-yeur obligution of
wilitary sevvice tor tilrvst tevm soldivrs. This obligation
datined a waximum unit tenure of 1o more than 18-20 wmonths in the
unlt of asewignmunt followlug the tirst PCS frum basic trailning.

6. A wecoud tactor oi prvtouund Lmportauce waw Lhe Army's
lndividual veplacement wystewm, 4 system bawed upon a concdption
a¥ tundawvulal Lo the valsiog of waws armies eas 1t hus been Lo
maswe production ia tnduwtry., Soldiers wure defined aw
tuturchangaable puris in systewms that priwarily required the
Lralinluy of fudividuals in sturotyped sequeunces of individual
behaviov ("by the auubave™). In wany wayw the perforwance of the
it was devumud, despite much eviduice Lo the contrary and the
buliet ol wauy line cowwanduers, to be a wiwple suummation of tha
fudividual woldieve' wkille uud wiuwreotypical behaviors. Theova
concuply were fturther sepported by the weouomies of scala
ultundant. upou wass Ltralnduy uwud the dcouvwlaw and reusponsive
ilexability, paviicuiarly 4n cowbat, of an individual raplacemant
and tratulny systum. Thay have begun furtheyr veiunforced by thae
vision of wmilitary opurations as essuntially driven and shaped by
Lechnology aud act by the wilructure and vature of Ltue human
pgroups that cavry thew out.

7+« AuoLhdrv vuasoun tor the ifnatteuiion tu issues ot militavy
uinil coheston {0 the peacetime or pra-combat sttuation was the
vary success of policins deslgued to winimize psychological
breakdowu {n battle.

O+ Avwy policies developud after the inlcial disasters 1in
Kored were baaud upon WeW. L1 tiondings that the length of combat
uxpodure fn rvelationship to combat futunsity was thu wost
signiticant visk tactor conducluyg towdvrds breskdown, Duriug
World War 11 it was fouud Lhat siguificant nuvuwbers of
puychologlcal casuultlus would bu guenevated in 150 ov more days
ot couwbat exposure, i1.e., days in which actual eugagement with
the guewy took place, at the typileal levels of combal sustained
tn Italy and the Meditevauncan Theater of Operatious. Equivalaut
casualty levuls weve obtaiued 1u 20-30 days in higher intensity
tighting such uas the Normaundy lovasion.
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9., 1n the limited wars of Korea and Viet Nam, the
comparatively massive resource base of the U.S. and the nature of
the confllictys led to the decision to minimize the levels of
potantial peychiatric casualties by minimizing combat exposure
for the soldiers engaged. Whereas 1in World War II the conscripts
tarm of duty was "the duration and six mouths,” Korea and Viet
Nam saw the imposition of one year tours of duty in the combat
zona followed by the return of each eligible service member home
at his rotation date. The open endad coummitment of the previous
war, alterable oaly by death, wounding, disease, breakdown, or
the need to refit and retrain a uvanlt was now changed to vne in
which 4 fixed term of exposure to combat defined the soldier's
commitwment, no matter what the proximate situatioa on the
battlefinld, While there may wall have been a number of
confounding variables, this rotational policy was deemed Lo have
significantly lowerad classic cowbat psychiatric casualties

during tha latter part of the Korean War and throughout the Viet
Nam conflict.

10, It is 1importaant Lo poiunt out that such success was
lotugrally ralated to the unaturd and structure of those
conflicts. Korea and VYiet Naw would be classified as primardily
low= to uwid=intuusity wars on the continuum of modern warfare.
Commitwent of torces 1iun Korea and Viet Nam alsec involved 4 pace
of warfare that was coumparatively slow ancugh in tempo for the
¢lassically detfined combut bouding and iutegration of units to
take place under fire during the initial period of unit
"blooding." With the aexcuption of the flrst disastervous nonths
0f the Korean conflict, wmost units were introduced to combat at
lavels of daotensity Just high enough to enable the rapid testing
and daevelopnent of kunowledge, trust aund iatimacy that exemplify
the horizoutal and verical boading of the combat group.
Concommittently, the levels of initial coumitment to combat most
often were also low enough to pose¢e no ultimate threat to the
existeucae of the not-yet—-fully bonded aad iantegrated group.

lle A secoud sel of fundamental factors lor the lack of
active concern with the psycho=-social processes involved In
creating effective group cohesion liev in the structure of
warfare as it hay evolved over the centuries.

12. Iu humaa and soclal Lerms, both pre-modern and moderu
warfare have provided, within their tactical doctrine and the
soclial oryauizatiocns created in combat forces, systews desiguned
to provide high levels of support to the soldier committed to
battles, In the gsiuplest terms effective pre-modevn military
units relied upon the support and coherence provided for thelr
members by being a part of a disciplined mass. Soldiers drew
gupport, strength, scecurity and a sense of invuluerability aud
the capacity to perform their mission from the physical presence
of the "line," from the shoulder to shoulder contact with their
fellows, a confidence and a sense of competence enhanced and

extended by the drills and coanvolutions of the parade ground
which made each a part of a whole with great charismatic power.
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ﬁgﬁ The well trained, well disciplined soldier could submerge himself
3}3“ in the organismicity of his company or the line of battle,
%&‘ marching, turning, moving thrusting, parrying, discharging
'ﬁgﬁ musketry as one mighty whole, each literally flowing into and
; becoming a part of the other.
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13. The psychological and, 1if you-will, moral integrity of

- m_ v,

T the soldier was in its greatest ‘measure dependent upon the v
dﬁ? maintensnce of the physical integrity of the line of battla. If -
w&&g the line broke, the soldier was prone to break and to cease to be E
3@%” capable of effective performance. The Roman Legion, as deszribed A
ﬂyr by Vegetius (390 AD), devoted its core training aud built its ;
3&\“ organizational structure to ensure the functional integrity and "
‘ﬁ%ﬁ indissolubility of the linme of battle and its constituent b
‘mg& groups. Vegetius says the most essential reason for drills 1is to
A “"teach soldiers to keep their ranks and never abandon their
Ty colors in the most difficult evolutions. Men thus trained are
ﬂ;%g never at a loss amidst the greatest confusion of nuubers.” E
‘N¥ Indeed the maintendance of the line and of order was the primary i
[y concern of leglonary infantry. As Vegetius described it, " The g
'@@ﬁ light armed troops...advanced in the front of the line and =
'ﬁu attacked the enemy. If they could make them give way, they b
Wﬁ“ pursued them; but if they were repulsed by superior bravery or Q
%&Q. numbers, they retired behind their own heavy armed infantry, A
ﬁﬁh which appeared like a wall of iron and renewed the action, at L
:_H, first with their missile weapons then sword in hand. If they
fiw broke the enemy they never pursued them lest they should break F
ﬁgﬁ. their ranks or throw the line into ccnfusion, and lest the enemy )
'ﬁf: taking advantage of their disorder, should return to the attack e
:f}s and destroy them without difficulty.” E
mﬁ? ;"':!L' R
A 14, The physical boading and ordering of drill was f
";%a ?rofouqdly reinforced by the social ordering, group E
S dentification and bonding of the legiounnaires. Each legiovn was 4
) Wt divided into 10 cohorts, each with its unique ensign or "dragoa” _d
-yﬁ, and each cohort divided into 10 centuries of a hundred men. Each ﬁ
‘Rij ceuntury “"had an ensign inscribed with the number of both the E
H‘ﬁi cohort and century so that the nmen keeping it in sight might be
@d prevented from separating from thelr comrades iu the greatest 6
Ly tumults.” Each century was further divided into squads or messes .
ﬂh& of ten men under the command of a decanus (a commander of ten) ﬂ
Tﬁ& who ate, lived and fought together. These conturbinia or ﬁ
RN N maniples always fought together. 1In the Roman legion, then, the b
N social, training and the tactical merged to reinforce each other ¥
to optimize the combat performance of the line of battle. i
P
15. As far as 1infantry tactics were concerned, this general /
model has goveruned formally constituted armies since classical q
times (in the American Civil War, the squad was the group of mess ﬁ

and tent mates) through to W.W. I. Each small group was supposead
to be highly bonded and submerged in the longer assault or
defensive line of the company, battalion or regimental front.

This submergence was, as indicated, an institution that
underpinned the psychological integrity of the soldier and the
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line. It was in support of this kind of physical and
psychological cohesion that the emphases upon the corporate

behaviors of the drill field, the parade ground and the garrisoo
evolved.

16 The other aspect of military unit cohesion is based
upon a web of ties and bonds holding together a group of soldiers
who are familiar with and who trust each other. The perception
of this psycho=-social coheslon as critical to the maintenance of
militarily effective performance and to wminimizing the

probability of individual or group succumbing to the terrors of
battle has long been known and understood.

17. Military unit cohesion is a complex end state built
upon processes that are often interdependent. It is multiform in
nature and is the product of: the bonding of equals (soldiers,
with each other); the boanding of structural unequals (superiors
and subordinates); the bonding and affirmation of the specilal
properties of a group, a team, a crew, a company; and a set of
perceptions of the skills and abilities of self and others.

18, This 1s a set of cohesive processes that are at once
affective aud instrumental. The metaphors that combat personnel
use Iin describing their relationships are those of love, kinshig,
and fraternal bouding, the referents for these metaphors are
rooted 1n the perception of the the degree to which the skills,
competences and interpersonal linkages of self with other will
engsure survival of the self and of the group~—a group which
defines a significant proportion of the probabilities of 1life or
death for its members. This intertwining of the instrumental
! with the affective is the foundation upon which military unit
e cohesion is built.,
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19. These relationships between members of the military
group subserve a number of psychological purposes and functions

6* that have made 1t of critical importance to military

%ﬁ psychiatry. The group provides the service member with critical
&ﬁﬁ soclal suppcrts that serve to mediate the effects of stress,

Ao provide a psychological "armor"” of strength and competence,

through incorporation of the individual into the "power"” of the
group, legitimates and jusiifies the aciivities engaged in
combat, e.g., destroying the enemy and killing other human
beings, aud provides the instrumental and affective bonds chat
provide some assguraunce of safety and survivabilility to the
individual in an overwhelmingingly hostile environment, aud
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N serves to maintain the soldier in the face of the grief and loss
fi4 created in combat when friends and acqualntances are killed and
Ea wounded.

W

Rﬁh 20. As an old soldier put it, talking of his first military
iﬁ% experiences in the British Army at Gallipoli: "My first

i experience of war came in 1915. 1I'd worked my way over to

i8¢ England on a cattle boat from Texas and I joined the British

§§ rmy, L was just 16, Then not tooc long afterward I wound up at
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WQ Gallipoli. I remember my first time over the top. We were
QM charging the Turkish lines through heavy Artillery and machine
K gun fire. I kept going as long as I could see the men to right
e and left of me. Then suddenly they went down. There was no oue !
g? theres I was alone, all alone on the battlefield. I was j
- terrified and could not go on. I fell to earth, crawled iato a b |
?}. hole and lay there trembling for hours” (Marlowe, Unpublished
i% Life history of Master Sergeant "X" collected at U.S. Soldiers,
P, Sailors and Airmans Home, 19735).

2l., The ecoloegy of warfare is in rapid transition. This is
particularly true in terms of the concepts and doctrine that have
been developed to fight what can be considered as "worst case
wars," e.g., nmid- to high-intensity main force conventional wars
and high-intensity warfare on the so-called integrated (nuclear
and chemical) battlefield. Such warfare raises the shock,
intensity and stvess of combat to levels that have not heretofore
been seen and is designed to maximize psychologlcal and
behavioral/performance breakdown among soldiers. Its armies will
be decentrziized and cellular--that is, distributed in small
combat teams in order to mianimize the destructive effects upon
force concentrations and mass of unew weapons aund seusing
systems. Levels of lethality that can be achlieved locally
dictate the abso:ute minimization of the kinds of shoulder to
shoulder and face to face groups that traditionally mediated the
stresses and reinforced effective combat behavior and performance
3 for soldiers. The worst-case war may well also be a "come as you
Hﬂi are war," fought with no prior build-up and/or proximate
preparation., Because of 1ts lethality and violence aund the sgpecd

.ﬁ%’ with which armies can operate and distances that can now be
éwq traversed, the fundamental decision may well be defined by the
.y effectiveness of the units in the armies in being during the

il first week to month of the engagement. The initial and
v A preliminar’ model for this kind of war, one involving high-

.%’ intensity high-density conventional conflict, carried ocut by an

. enemy operating in a continuously echeloned combat wmode
o Ok (initiating upwards of 5 to 9 pulses of combat per day as opposed
Ry to the 2 to 3 of most past wars) erupted 1lnto consciousness in

l 1973.

;% 22. The Arab-Israeli Yom Kippur War of October 1973 was the
3 first to be fought between main force armies with non-nuclear
RS weapons and tactics that characterize the armamentarium of the

bﬁ latter third of the Twentieth Century. Its decisive battles took
‘&f place in a three-week period. Its outcome was determined by the
‘Q. ability of outnumbered lsraeli maneuver units to contain the

t§ massive thrusts of their opponents, maintain unit integrity and
w;~ performance under conditions of overwhelming stress and

i hositility, sustain soldier performance in the face of tactics
Etﬂ (such as continuous echeloned operations) and weaponry desiguned
;gﬁ to maximally disrupt the individual and cause behavioral and

ol performance breakdown. Abouve all the Yom Kippur War demonstrated
e that a mid-high=-intensity/lethality war brought the issue of

@ﬁg protecting the soldier and the unit against breakdown in battle
a
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naximum possibilies for reconstitution after battle. (These

5

‘.(:1;' -

%hj back to a central position. The "gains” of Korea and Viet Nam
yﬁﬁ could be szen as preferable in low-intensity warfare rather than
7 as solutions to the problems of the human response to the

Y stresses of combat. Initial Israeli reports stated that 10% of
%gg all casualties, during the 3 weeks of active engagement, were

5" combat stress related. Later revisions of these figures by

&i Israeli scientists have raised the estimate to 40-50%. The

LA Egyptians have reported in private discussions combat stress

&#3 rates of 50%Z of casualties. In the Israeli Defense Forces it was
. again veported that highly cohesive units, with strong horizontal
~ﬁ3 and vertical bonding, strong unit self confidence and so forth,
g produced minimal numbers of combat stress casualties and the

LY\

gi; observations paralleled those made of unit breakdown in a study
R& of American coumbat units in Europe carried out by the Operations
o Research Organization at Johns Hopkins University, mimeographed
dd document, OTSG, 1954) in which unit sustainability in combat was
}ﬁ} demonstrated not to be related to the proportion of casualties 1in
e

the unit but to other unit characteristics. Highly cohesive,

\ conifident units could sustain effective combat with casualty
5 levels of well above 50%, for example.)

23. In repouse to the changing conditions of warfare, in
part as evidenced in the '73 war and in part in response to new
technologies and the tactics that they mandate, the U.S. Army
began to develop a set of images, concapts, and tactical
doctrines and organizations for coping with the future
battlefield. Among these were the “Central Battle Scenario”
developed at TRADOC, Division 86, AirLand Battle 2000, and Army
2l. Each of these documents defines a combat ecology of high
letkhality and high intensity, sustained operations in the face of
multi-echeloned attack, dzcentralization of forces operating in
small high—-performing groups and extreme dispersal of small units

on the battlefield having no substantive physical contact with
each other.
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24+ Such conceptions of the battlefield combined with the
intensified nature of combat stresses place new demands on the
soldier and the combat group. Decentralization and dispersal
destroy in one fell swoop the organic physical solidarity of the
parade ground and the drill field and replace it with the need
for -an intense psycho—-social solidarity between unit members.,
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Such & solidarity implies a level of automatic trust aud respect !
among soldiers and between soldiers and their leaders. It !
demands greater unit self knowledge than was commonly expected, ]
1
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greater interpersonal support and winimization of extraneous
distress and distractors. Functioning well in the new
environments of warfare requires new levels of sharing and
understanding of a common military and unit culture. That is, a
set of behaviors, expectations and patterns of decision making 1in
the combat situation that lead the dispersed unit with pour or no
communications to do its job in a commonly shared way. It

requires units with clear patterns of communication and clearly
expressed and communicated thoughts where soldiers and leaders
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are predictable each to the other. And it raquiraes units that
moderate the external stresses that affect the soldier's capacity
to perform~-particularly in the realm of tamily issues. It
requires units that demonstrate concern and care for thelr
members. Of equal importance 1t requires units whosu meuwbers are
cross trained to levels high enough so that the death or loss of
certain key or senior personnul does not digrupt the overall
abllity of the unit to function.

25. In 1979 the senior Aruy staff recogunized that much of
the U.S. Army did not exist in a etate capable of muetiuy the
demands of curreat tactics, technology, doctrine and weaponry.
In many units cohesion was miniwmal. Thare were palpable
hostility and real adverrarial velatiouships acruss rvanks. Many
ualts offered little or no support Lo thelr membars. In sowmd
units, soldiers died wstrangling ou thelr own vowlt followiliny
combined alcohol and drug use. Thay diad in the sight ot their
fellows who uncaringly passed them by. In other units, NCOs and
officers routinely refeurred to thelr soldiers us "wcum bags"” aud
"dirt balls.” Others announced that they had bavned all tawmilly
members from their company areas to avold thy axposure ol womdn
and children to the "...kind of animals 1 cowmand."”

26, COHORT was adopted to muet the dewands, tha strewses
and tlhe terrors of the ftuture battlufield und to weuok a way to
restructure combat arwms uuniis to achieuve the kind of unit
coheslon, concern, bonding and professiounaliswm Lhat would vevecwe
the disarray of the seventies. It 1y profoundly iwportaut that
we remember what COHORT 1is for becausa thie initial set ot
definitions 1is the oue that has thuy far yguided ovur research.
COHORT was creasted to produce cohesive, well tralaud combutl arvuy
units, horizontally and vertically boaded, suppovtive of thelr
members, prepared to be skilled and resilieunt 1a battle, aud
prepared above all to do what soldiers do best: tight Lor gach
cther as a family, a baud of brothers. COHUORT was not created to
increase re-enlistmeut rates, ralse S5QT scores or wake soldiery
love the Army. It was desiguned Lo wake soldievrs boud Loguther,

boud with their leaders and enhance their unit ewprit, skills and
durability 1iu combat.,
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USAREUR COHORT SOLDIER AND UNIT EVALUATIONS .

I e

a WRAIR overseas activity.

jb Introduction :
;% The USAREUR COHORT evaluations are based on data gathered in !
ol © four cycles of interviews and two questionnaire adwministrations {
o carried out by members of the staff of the Department of Military .
351 Peychlatry WRAIR and the U.S. Aruy Medical Research Unit=Europe, !

Countacts ware made with the nine coupanles initially rotated
into posts in the Federal Republic of Germany, as well as with
the units ia the saecond rotation of COHORT companies., It 1s
\ iaportant to point out the ianforwmation available for these units
;j rapresents the COHORT unit when the unit was already mature. In
‘ all cases the units had been in existence at least 19 months
prior to 1initial interviewing or contact. The present results

Tals

-&; thus represent the soldiers' perceptions, assertions aad
By attitudes from mature unilts through old age and
% disestablishment. Following tha change 1ian policy mandated by the

Saecretary of the Avuy and the Army Chief of Staff which
terminated the previoue evaluation strictures (of no comparisons
¥ and no controls), couveantional comparison units were chosen in
:§ each battalion to which a COHORT company was assigned, and

|

)

equivalent interview and questionnalre contacts were carried out
in those units.

W W e - _r—— e ——

oy The interview program in each unit was designed to reach all
N key personnel and a broad sample of all unit members. Individual
n interviews were carried out with each company or battery

i commander and first sergeant. Group interviews were carried out
T with unit platoon leaders or equivalents, platoon sergeants (or

-j equivalents), squad leaders (or equivalents), Jjunior NCOs in

- the grade of BS5, and two to four groups (8 uen) of first term

Lﬁ soldiers. Each interview lasted from an hour to an hour and one- )
j{ nalf. The interviews were open ended and covered the concerns of h
i unlt mewmbers, perceptions of unit cohesiveness and morale, t
4% perceptions and evaluations of unit readiness for combat, :
. training status, quality of leaders aud followers, attitudes

- towards COHORT, acceptance and adaptation in USAREUR, unit

Jw history, family issues, levels and sources of stress within the 4
:( unit, and unit/battalion relationships. In addition to t
) interviews, questionnaires were given to the soldiers in both

ﬂ‘ rotations of COHORT and conventional units. The first

é? questionnaire set consfsted of the WRAIR "Company Perceptions £
{4 Inventory" designed to assay members' perceptions of unitc

“t cohesion, morale, training status, and leadership, the "General

. e e -

PRt

Well Being Scale” decigned to measure levels of stresg, distress
and well being of unit members; and the WRAIR "Squad Platoon

Y
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Inventory” designed to measure usmall group affiliation and
relationships within the unft.

The second questionuaire set also included the "Field Forces
Evaluation,” an evaluation of perceived unit status based upon
pre—-combat questionnaires developed and used in W.W.II; "The Unit
Morale and cohegsion Ianstrument,”™ a questionnaire adapted from the
Israell Defense Forces; and an instrument designed to look at the

differential perception of unit leaders and members by the unit
membership.

|
5
i
d
;

Some of the quantitative materials based on first rotation
COHORT units and their comparisons with conventional units will
be used in this report. Materials on the second rotation COHORT
units and comparisons between units in the first and second
rotations will be available in February 1986. Preliminary
inspection of the quantitative findings supports the data and

conclusions of this report, which are based primarily on
interviews.

Background Issues

It 1is important to point out a number of areas in which the

COHORT units under assessment are not truly comparable, as wall
as wlfferences in comparability between rotations of COHORT

units. The social organization of units and the attendant
relationships and distribution of authority, respounsibility and
power differ among units. Mechanized infantry, armor, and
artillery units ar. built upon different fundamental humaa
systems: squad, crew, howitzer sectious each wilth lmplications
for the final system of relationships that defines the unit. The
section sergeant Iin the artillery battery shares role aspecty of

—w

b o

ﬁj both the infantry squad leader and platoon leader, while the

5? chief of firing battery appears to play a major rcle in defining
!,ﬂ patterns of cohesion, unit sgself concept, and relationships that
5’ has no analogue in eiiher infantry or armor.

fg In addition to these a priori structural differences between
ﬁ% units based on combat arm affiliation, there were significant
PO structural diffarences between a number of first and second

:? _ rotation COHORT units. Many of the former had been organized
ﬁj% under the H-series TOEs while most of the latter were organized
;aﬁ under the new J-series TOE. Some units were reorganized after
ﬁ¥k arriving in USAREUR.

NVAY

‘yh Force modernization had real effects upon the units. Some H-

R0 series units had problems integrating the unit's non—-COHORT

‘*K suppurt personnel with the COHORT line £fill. In sowme, support

L personnel felt like "second class citizens,” at least initially,
" and felt a significant gulf between themselves and the COHORT

5} gsoldiers who had shared a common BT-AIT experience. These same
@% problems did not exist in J-series units since there were no

s significant numbers of support personnel in the units as

\i} ~deploved. Certain units were subjected to appreciable turmoil
g5
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following deployment in their counversion to J-series when cross
platoon relationships extending back to CONUS were dramatically
disrupted, as when segments of the unit (such as the TOW sgsection
or weapons platoon) were suddenly removed and transferrvred to the
newly enlarged headquarters company. Some units were thus
essentially stable in terms of their first term £fill while others
saw marked disruption.

Another significant area of difference between the units 1s
officer and NCO turbulence both in CONUS prior tc¢ rotation, and
in USAREUR following rotation. Some unlts suffered extensive
cadre turbulence; others almcst none. There were units that had
as many as four company commanders and forr first sevgeants
during the three years of the unit life cycle and units that
completed their 1life cycles with the same senior leadership in
place. Some units saw extensive replacement of their platoon
gsergeants or equivalents, others none, Some had extensive
movenment of mid-level NCO's within the unit (squad leaders,
section sergeants);. others were comparatively stable. There
were, likewilse, marked differences between units in the
stablility of squads, crews, or sections driven by withion-unit
promotlions, rehabilitative transfers and readjustments due to
personnel losses. Levels of personnel loss also differed among
units, particularly in the first COHORT company/battery rotatlion.

Cadre turbulence regsulted from a number of factors. Among
these were relief for cause, transfer for poor performance,
burnout, promotion, eligibility for promotion, resignation,
and conflict within the chain of command.

Patterns of cadre allocation spanuned the entire range of
capability. Some units reported their NCO fill was only of the
"top tier,"” highly selected volunteers; others reported a
reasonable "cross section” of falr to excellent NCOs; aud yet
others clalmed that they had received, as one first gergeant put
it, "the dregs, the weakest, most incompetent sweeplngs of the
battalion, the people everyone wanted to get rid of came to uwe as
half my platoon sergeants and most of my squad leaders.”

First Rotation COHORT Units

Political visibility also affected unit policies,
particularly perceptions of "DA requirements.” Several unit
leaders considered it would be a mark of failure to lose any
goldiers under the various Army Chapter programs, while others
felt COHORT units, as essentially "elite" units, should be purged
of any soldier whose performance was marginal in any way. Loss
levels were also affected by markedly different post, division
and brigade policies in Germany.

Other factors also bear upon problems of comparability of
COHORT wunits with each other and with the conventional
controls. Differences in command cliwmate, 1in part at division
and post levels but particularly at battallou level, define
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markedly different military environments for both COHORT and nou-
COHORT soldiers. These differences are even more marked than
among the combat arms. They define those life conditions that
markedly affected soldiers' perception of the Army, job
satisfaction, unit wmorale, coumitwment, and euxpressad probability
of re-enlistment, as well as soldier stress aud family
adjustment, It is critical to emphasize that the most ilmportaut
of these command climate considerations are Lnvolved in tha
soldler's life in garrison. Field duty, while seen at timaes as
onerous, 1is usually parceived as satisfying. It is when thae
soldier “does his thing."” It i¢ seen a8 vecessary and is the
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4 period in which most soldiers feel that they truly behuavae as, and
: are tredated as, profussiounals. The soldider's paerception of unit
y* aud the Army as good or bad, his decision Lo rewailun ur go and his
Y family's contribution to that ducision are overwhelmingly takun

_J in response to the climate and couditious of life in ygavrcison.

¥d Perceived uunecessary hours in the motor pool, depriving the

e soldiar of personal and family tiwe Liu pgurrison, carry tar wovre

i welght 1n the soldier's aud hig spousa's perception of military
. life than does days in the tiaeld.

(R

(f Thesa differunces betwden buattalion couwmand climetes or

ﬂ, cultures are faur luss relevaunt to iswuuws of guography, resourcew
e and specific location than thuy are to the battaliou's nvrwval

. ways of doing business or command "1 rology." Such factors aw

barracks inspactious, rugulatlious, stenduvds, furnlshing aud
decoration, visitation by women, and drianking in Lhe billets way
vary drauatically betwewn weister battalions at the saame post. 1n
like fashion average work-weeks (uuwber of days), avaraye uuuber
of duty hours per day (varyiauyg between 10=1%), aud philosuophies
of training (e.x. sowe battallion commanders Socusd ovn multipla
8ki1ll acquisition and cross training, others disapprove of cyods
training aud focus ou position specific trainiug only), ali wmay
vary dramatically., Sowue battalions aclively eacourage vertical
integration in thelr uuits, some activaly discourage 1it.
Leadership philosophies difter widely, paviticularly {n ruspact to
NCO and junior officer authority, responsibility aud
relationshilpy to Lroopd. 1n one battalion, for example, wsenior
NCO's were uncouraged to organize platoon and compauy tunctious,
e parties, trips and so forth. Iui another, soenlor NCOs warwe

bi coungeled agaiust "eugaging iu aud eicourvaging frateruization”
for exhibitinyg idantical baehavior. Some battallons gruutued tha
first rotation of COUORT compuaniesy with hospitality saud workaed
hard to integrate the new uult 1into the battaliou, the post awd
the community. Others received Lhe uew coumpany wilth unceuwltt lay
hostility. Souwe battalloun coummanders understood and agreed with
the baslc councepts of cohesioun, stubllity, accretive trainiay aud
anticipated higher cowmbat effectiveness driving the COHORT
experiment, but others saw {L as uuunecessary, indulgent,
producing a4 couwpauny of “wpolled brats”, aud iutiwmated that Lthay
hoped it was doomed to fallure. These were not simply Lhe views
) of a few Lludividuals {u the COHORT units, Mewburs of COHORY
units in battalious with "hostile" coummauders alwost universally
percelved that "battalion” was hostile and antagouistie to thelr
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unit, gave {t wore details thaun wsister uuits, and chaaved nach
possibllity of the unit bLeiuy ehown up by sister units 1in the
battaliou. Such CORORT units universally reported that thay were
wouwahow deprived of or Jdisqualificed ol wvatry tvainlng performance
award they had rvighttully won. Oune unit eveun vepurted that "the
Lattalion cowmmander referveud or uupired in every sports
coupatition we were Ln so he could call them agalnst us.”

As the final, critical {msue, we mumt tveaturu o the vevtical
integrattou or vertical bouding vl CUHUKRT uuitw. It L=
luportant, as & bawic priuciple, that uuit stabilication by
iteell Jdoes avl aud will wot {u any way furcve or couuduce veriical
bouding of the uait. It douw cruate and provide stronyg
hovizoutisal boudiug, butl verttcal bouding vewalns contvulled by
the L1deoloytlas, attitudae and behaviewrs ol uuit leadevrs, Unit
leadure whu are perceived as opuvatiug with cave aud covcerun torw
their woldieve, uuit leaders who are sewi a3 pavitcelpating, falr
avnd uwentoving, velhay than dJdistanl, svbitvary and cavrevirist (aw
one swinlor NCO said,” wove coucuruud abuul the twaye Lhey prusent
tu thel~ boswes rather than etitectes ou us, uvult worale, vur
livew, fawilies sud quality uof Llifu”) huve vervtically futegrataed
cowpanies aud Lestteviwsw. There weare CUOHOKRT cowpaniew 1u dvewmalic
vextical diwavrey fu which & wmajority ol NCUs and woldlevw saw
Lthumuelven as defven vathev than lad, schieviag vawulis through
lear aud Lliw ntved tor walf protection, vather thau as (he tewull
ol persoual sad prulewviocnal pride and waell Jdisctpline, lu wsuch
Ltustances the wedlstliuy factor 1u the unit was the suppuort that
the aoldiev gioup gave ewach wewber. The powertul huvizoutlal
Louding could be dawaywd but uwotl dumtioyed. Soldlevs vupurted
that (he veawon they could waae (L waw the suppeocl and hulp that
thuy pave wach olhev bucause Lhwy “"kiew vuch ocher wy wall,” aw
well aw the wupport of & tew concetudd NCOs., MCOw weuld vepurt
the same thiuyg, pofntivg out, "la thin cowmpauy wae NC.u taka carw
of wuuli othuy; you can's wnpucl snything Ltrom the nunple above
yuoue" Axain (L 1w critical to undevliue the ftact chat Issues
involved arve vivtually all pgnrvisou {lunuuws, lenuus Lluvolve lite
at the pomt, uovt Lo Lhe Liufd. Fuw COUHURY soldievs or luadurvw
wver cowplainud about velatiouwhipw, rewpouswiveunassw or tha
fwpovtaucw ol tield acttivities. Alwowl invuriably leuaduvs 1n
COHORYT wunatlty pe fntad out that tu tLhe field their soldievw Jdid
everything luwwediately, well, aad without any vowplalut. 7The
soldivure achoed these seutiwuuts, and uwotued that Lhely wocule was
usually hilighewt when {n the tield because Lhu putly harasswants
and problews thut wmade Lile Ju gurvisouw aversive ware uol
there. The ouly siguiticant tonstancues ot purvounal cowplaiut
about the chadln of cowwand duviuyg a tield probluw caww {n unitwy
tn whiclh wevure tawily crisuy (spouse wudical ewuavrgeucies) had
bawn wmetl with the ruspouye "Nobody ledaves an ARTEP, Lf the Aruwy
hud wantud you to have a wife, 1t would have {ssued you one,”
Vurticul tntegration appears Lo by "laader=depoandent” and

secondary Lo such basice 1duologlieal and evaluative constiuctd
uu

le The diviwtou ot power aud suthocrity between otttcers aud

V- b




- NCOs. In & nuwbar ot uuits, COHORT and conventional, thare waw

: active competition for power betwaen the officers and NCOs. NCOs
Ly might define the oitficer's role as “wolaely that of a paper pushaer
1 and admianistrator who passes ovrders ou Lo us Lo uxecute."” A

1 numnber of Junioer oftlicevrs and weveral cowvpany commandevse, tor

n exauple, treusponded tuo the guery as to whether or not thaey aevaer

W

fuforwally talked to theiv svldievs vo aswewss uuli worale or
determineg huw "well they waere takan care of,"with, "That's
Sevgewauls Lusiness. 1 would he iutrudlay oun the NCO's domatn 4t
I spoke iuforwally with wy trovops. They are supposed to Lakae
cave ol thuiyr woldiers.” Other cowmsiders were parceivaed by

thalr NCOs as micrvo-waunngevs who had strvippad them ol all power,
authovity eud vespousibilicy,

e —— —— - —— - ——— e e = m =

4. The velatiouship ot wission Lo soldlecvs, e.x.,, ona CO
datlined bhis wun aw, "pavt ot his wissiou,” aud dlecussed how hae
winluized the fopact ol such "missiouns™ s "vecovery"” ov Gl'ing
| the amutor pool on the family aud pevsonal lives and time of hiw
. suldleve. Aunvther would puilut vut that the same "wissions”

alwayw caue {fvmi, uwo uwatter what Lhe etfuct on the soldier's
o pevsvnal ov fawlily life.

) 3. Advevwavrial stauces ul leadevs Lowarde Lhelr wen.
Lesdeurs (wll alouy a wpuctrum with respect Lo Lthely proper
pusition towavds theltr wen snd the "Aruwy."” While all euuunciated
I the buvk wolutton vl "lwaeding by exauple,” wouw waw their roluw
4 a3 weswinllally advevwsrial: "1t's wy jub to xwt thewe puople to
du whet they wlswslon vequirves and the Avuy uaeds no uwattur what

L ————— W ———————.

Lhey wauy thiuk thelv persvndl neeus sre.” As one senior NCO put g
tt, "My jJob is Ltv wo wtress thase guys out, tv by wuuner aud ¥
havder ou thew than the Russtans will be iu war, ¢uo that they [

all about." Utheve oaw rLhalr jJobs a¥ leadwurs aus onus of
brokering between Lhe Aruy's “dewmaunds” uaud Lhe uuwede of thelx
waite Othwre saw theilv wmajovr job as butteriuyg their souldiervy

: trowm "the crvazy waks=work (hal the highere ave wrecking

: everybody's lives withe" Others waw their usajor job as thu

! siuple trsuswlission of all ovdevs, dutius, aud work detualils,

without protesting or fntevcedliayg in tervws of uugonda)y afftects

'L will bw sblu Lu take fL. 1t they hate we, well that's whut itw
:

e e

» ou #vldier or unlt woralue, As a uwuwber pul 1it, "My Job us au NCO
is Lo padss ou uwvary ordar, wo mattey how stupld 1t 1s, as 1f 1t

R wure uy owia"

4

4. A wuwber of luaders Lu COHORT uuits had problems with

C coubloding itntiwacy aund suthority, 4 characteristic of COHORT

% undLe. In wome cased this led to yreuatar uxpraeasslouns of

) avbitrary behavior and extreme distanveciuyg of the leader from the
group. Leadevy would say, "1 canuol by frieands with wuy

4 weu==-that iy frateruizatiou.”" Jun further exawmination the
defiulition of "trieud” was a driukiug buddy. There were few
uvailable models ftov the developmeut of frieundship across tLhe
stutus differential that divides superordinute frow subordinate

This {8 evideut wheu a question like the tfollowiug, "Do you

. W=7
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know the first unames of the men in your platoon?” was asked, and
an NCO responded, “Thae only first names my people have are
Private, Specialist and Sargeant! To use a first name 18 to
fraternizae." A significant number of NCOs pointed out that
relationshipy in peecetime wmust be distant and formal, "Otherwise
people will not do thaeir jobs or accept orders.” Thuese same NCOs
have difliculty tinding iustances whure such behavior has
occurved. Thusae NCOs and wome officers alsv agreed that in
combat such distance was unwise and, aw asserted by those with
combat experience, intolerabie. The same NCO who asserted any
“closenevs” betwaen Juadecs and men 18 destructive  to discipline
sud good order in the peacaetime enviroument also asserted that
such closeness and real frieudship--including at times first name
usagu=-—are cricical to wnsuring the survival of the combat
g¥roup. "But," chey would say, "cvmbat is different, you all have
to dupund on wach other in the face of the encmy.” (Several with
experivnce 1n the latter ustages of the Viet Nam War pointed out
that « clovaly bound group didn't “"frag" 1its NCOs.) For all
thesu rewasous 1t iy not surprisiog & nuamber of COHORT uunits
wahibitud poor vartical bonding despite powsrful horizontal
bonding. Nor is {t surpriseing that several conveuntioual units in
which the chainsw of command waere seen as responsive, caring, and
ablae showed much grewter vertical bounding and integration with
wuch less horlzoutal ifutegration.

An additional factor affecting COHORT unit~ -as & lack of

undevrstanding of the COHORT councept and {its 1int. effaects.
There wure officers and NCOs who viewed COHCRT : 1ove to cut
axpansdes” {n the pueryounnel yystem or to create ease In
rotat.ions While mouwt were aware of the intent mize unit
cohesion, wany did uot see 1t a&as an opportunity anlize thelr
actionsg, activities and training to help optiwi:z :glons A
minority of leaders, particularly in.the NCO ram t including

@ swattering of otfficers, had given little though.

consliduratioon to using the opportunities for accret. , cross-
iadividual or cross—-teaw training. As 1lu leader- follower

rulat foaships, 1little explicit guidauce had been given as to the
necesslty for differeut aund accretive training in the COHORT
units. However, leaders were well aware of the benefits of
stability to the patteru of normal training.

The weauning of COHORT: The Real Army and the COHORT Army

Evaluation of the COUHORT unit and process 1s cowmplicated by
the wide range of symbolic meanings and connotations that the
term "COHORT" rapilidly acquired. The wajority of these
coanotations have been negative. Most soldiers rapidly
"learned," primarily from ‘their own NCOs and soldiers in other
units, that being a mewmber of a COHORT unit mwmeant belng subject
to deprivations and restrictiouns that did not apply to the rest
of the Army. This had a particularly heavy impact on first term
soldier who had no mode of comparing experience as a "COHKORT"
soldier agaiust the expected norms of behavior and performance of
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Boldiers 1in non-COHORT units. Typically, the goldiers uaw
themselves as:

l. Locked into a unit which "they c¢ould never leave,"” while
other soldiers had freedom to move and transfer., COHORT members
believed if they stayed in the Army, they could not reenlist
except for that unit and regiment. A typical view was, "If I
stay in the army I must sgpend twenty years between Fort Carson

and Garlstedt. 1 can never go any place else or see any place
else"”

2. Barred from special schools, e.g. Airborne, Air Assault,
Ranger etc., general educational improvement, college courses, or
special career paths, SF, and 0CS, which had been implied as open
to them following BT/AIT "by their recruiters.”

3. Denied promotion at the same pace and speed as members
of regular units.

4, Perpetually subject to being treated as tralnees.,
Standards that seemed appreciably “higher and stricter" in COHORT
as opposed to regular units were symbolized Iin some units by unit
S0Ps barring posters, rugs, curtalins, plants or any personal
expression in billets. The term most often used by first termers
was, " They treat us like kids, never like men; we are like
trainees; we have no responsibility.” Many saw no transition or
alteration in "cadre” behavior from the training base to the ‘
permanent unit: "They still treat us as 1f they're the drills and g
we're the trainees."” :
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5. A member of a unit that was always on show (particularly :
in the first rotation), said he was always doing extra work |
|

P e
.~

because of the number of general officer/VIP visits. If not a
show uunit (second rvotation), the COHORT uunit was seen as
congistently being volunteered for additional duties, extra
details, and extra time commitments to "show how gond it was."”
The COHORT units were routinely perceived as pulling more duties t
than gister units, and working longer hours and a greater number
of days per moanth. As one soldier put it," It's like the people
in the other units say: 'COHORT-Showhort, work your ass off!
It's not the real Army 1its the COHORT army." Or, as members of
another unit polited out, the Jody their gister units preferred
to chant wasg: .

If I had a low I.Q.

I could be a COHORT, too

Faggots! Maggots!

COBORT CHEESE!
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N 6., NCOs also believed that they were "locked in"; that f
éﬂ their careers were in jeopardy; and that thelr promotions would I
:ﬁ be slowed or barred. Even junior officers believed that COHORT :
-J threatened their careers by denying them the multitude of :
AR experiences deemed necesgsary for advancement. ’
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7. First term soldiers believed that COHCORT units were
marked by favoritism established early in the unit life cycle
which could not be broken, and that promotions wece based upon
such favoritism. They believed that favoritism expressed in
terms of choices for acting NCO pusitions and vapid promotion
were unique to their unit and a product of COHORT. Equally they
felt that the long term relationships of the COHORT unit led to
early labelling of soldiers as good or bad that was almost
impossible to alter through time. As one put it, "If you screwed
up just once 1in the first week, the NCOs never forget, and a year
and a half later they still dog you out even thcugh you've tried
to change completely.”

For these reasons the initial response to the COHORT unit
concept tended to be negative. In several of cowpanies, for
example, almost all of those interviewed, from platoon sergeant
to first termer, expressed the desire to get out of the COHORT
company and never to serve in the “damned COHORT army again."”
They cited combinations of the above factors, but above all, the
perception that COHORT units pulled more duties and longer duty
hours in attempts to prove their presumed "eliteness.,"”

TN

‘;ﬁ The power and strengths of the COHORT unit and COHORT system
JM“ were not seen until the interviewing moved into some of the areazas
;ﬁ upon which the COHORT system was originally founded. These areas
R included unit self knowledge and assessment, perceived horizontal

cohesion, psychological readiness for battie, and perception of
and combat ability. It was Iin these areas that the COHORT units
outshone their conventional counterparts.

Several other factors are important to underline at this
point. The first 18 the fact that few 1f any first termers had
any compatrator for their experience in their COHORT units. For
them it was the Army; the "COHORT army"” was the totality of thelr
experiance, The differences between their units and conventional
ones were meaningless to these first termers. Their closeness,
knowledge of each other, interdependence and trust of one ancther
were the norm. There was no recogition of the faect that
conventional units did unot have the same bondiang trust and
cohesion. This lack of experlence and lack of knowledge of life
in conventional units placed the COHORT soldier in a world much
different from that of his unit cadre. The cadre could see the
differences in closeness, unit self knowledge, and trust between
the COHORT unit and other units they had bdeen affiliated with.
The COHORT s8oldier could not. The COHORT soldier's lack of
experience became obvious to him when his unit disestablished,
and he was transferred to a conventional unit. The sense of loss
and nostalgia for the COHORT unit with its close ties, trust, and
intengse bounding was overpowering when these soldiers were seen
six months after the COHORT unit's disestablishment, They spoke
of wanting the old unit back, their sense of loss, and regretted
their lack of appreciation for what they'd had in the COHORT
unit. In one interview a group of first termers from a
disestablished unit were well kncwn to the interviewer. They had
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been angry, resentful and bitter about their COHORT unit. When
last seen, just prior to disestablishment, they had defined the
unit as the "pits", and were pleased to leave it. Six months
later they agreeed that would like to be back in their COHORT
unit again. They missed it and the closeness and support
profoundiy. As one put it,"What was screwed up and bad-—that was
the Army! 1It’s worse in a regular unit., You don't have the
trust and the people to keep you going ‘we had in the old
company. They did lousy things to us but we took care of each
other. Here, nobody takes care of anybody. I wish we had the
unit back!"

Political importance and visibility permeated many of the
acts and organizational behaviors of the first rotation of COHORT
units. COHORT units were singled out frow other combat arms
unitgs. Many units were regularly and continually visited by
general officers, and their officers and NCOs reported that they

felt 1t necessary to maintain performance, housekeeping and other
standards well above those of their sister companies or

batteries. In some cases these pressures led to alienstion and

disgruntlement. Several offfcers felt that they were under
intense scrutiny and evaluation as leaders of COHORT wuunits and

that any failure of the unit to reach above average standards
would be injurious to their careers. There was a general feeling
that COHORT units were special, and .as such were to be pushed to
higher and even different standards than others. A significant
number of commanders and senior NCOs expressed the view that
CORORT "soldiers could do what others would not,"” since, "there
ware no sources of contamination around to make them question the
standards and ways of doing things that they had as trainees.”

In some units creative and effective leaders helped their
soldiers to commit to these standards, in others unthinking
leaders helped to create an atmosphere in which soldiers saw
themselves as beset aud resented being singled out for excess
work by "careerist leaders.”

Second Rotation COHORT Units

The second rotation of COHORT units appeared different from
the first votation, Thelr reception was less contentious,
possibly because there were fewer privileges and indulgences
offered them, and because of the removal of the glare of
publicity. The soldiers and MNC(Os complained about the same
disabilities as the first COHORT units, exhibited a number of the
same strengths, but appeared to have lower morale. In some
cases, they exhibited poorer and more hostile relationships
betwegen leaders and soldiers.

Once again, many soldiers saw themselves 1o a special
"COHORT" army, treated mo.e poorly than other soldiers, working
longer hours, and "volunteered" for anm excessive number of
details. "“In order to advance the CO's career btecause we're
COHORT, they think they can wmake us do anything.” It can be
nypothecated that the reasons for this also include the lessening




of external hosility, which appeared to intensify cross rank
bonding In first rotation COHCRT units, as well as the loss of
high visibllity. The latter, while distorting perceptions in the
units and responsible for a perceived increased work load, at
least justified that work load by providing reasons for 1t. For
the former, the rejection by sister units helped in sowe cases to
provide the motivation for high performance and enhanced morale.

In addition to receiving less special attention aund
reinforcement than did the first rotation of COHORT units, wmore
of these units reported dissatisfaction with the level of
training they received in CONUS. There appeared to be less
appreciation of the reasons for the establishment of the New
Manning System, and, in many cases, less appreclation of the
enhanced training potential of the COHORT unit. In a number of
cases the unit was handled essentially as 1if it were a
conventional one. Neither the unit commander nor its NCOs had
thought beyond the usual zero to six month training cycles that
dominate individual replacement units. There were fewar attempts
at cross training aund cross—echelon tralning and fever attempts
at long term skilil enhancement. In written comments on
questionnaires, dissatigfactlon with tralning quality, intensity
and frequency dominated the responses. Quality of life 1ssues
were more sallient and at times tinged with bitterness as they
were discussed by first term soldiers and junior and mid~level
NCOs. Horizcntal cohesion, Among sergeants (E=5) and those
below, remained exceptionally strong, resisting wmost degrading
factors, as did the feeling that the unit would ocutperform wout
others in combat. However, the inabllity of a siguificant
proportion of leaders to handle the cowbinations of intimacy and
authority, support and discipline, while balancing creative aand
meaningful training with garrison chores and detaills, rewained
striking.

In several instances the strengths of the unl:s: were noted
with bitterness in the interviews. As one soldier put {1it:

"Yaeaah, tell the man what he wantg to hear, what the Aruy
wants to hear. Yeah we are tight. We are brothers, we are
family. We will fight for each other and we will die for aach
othere We wiil do well. We'll take out 20 or 30 Russiaus to
every one of us. But tell me, Why does our 1life in this unit
ttave to be such a useless hell? Why are we treated like dogs
here at this post? Why can't they treat us like men, like huwman
beings? We'll die well but you won't get any re=-ups oulL of this
company. No one here among the highers gives a damn for ug or
our families.”

Reception in Germany: First Rotation COHORT Uunits

The initial reception of the first rotation of COHORT uuits
at the posts of assigument was almost always hostile. This
hositility was predicated on the beliefs that COUORT units were
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the recepilents of special privilege and that these privileges
were gained at the expense of members of other units on the
posts. The first units to arrive in USAREUR were indeed given
"gpecial privileges", in so far as both local and command-wide
perception was Invoclved. The extensive media coverage and
publicity attendant on the initial rotations intensified and
exacerbated the hostility. The photographs of general officers
seeing the unit off in CONUS and receiving it in USAREUR, the
accompaniment of family member: on the same aircraft and the
quarters made available to unit members, the work done in
preparing billets and equipment, and local reception involving
"stocked refrigerators” and special greetings, all inflamed
tempers. They appear to have created a negative view of COHORT
units as "indulged"” and "pampered” show organizations that
thrived at the expense of ordinary soldiers and ordinary
soldiers' families. While certain privileges were given only to
the first two COHORT units rotated, it was commonly believed that

such "COHORT" privileges had been extended to all units.
Hostility and anger were the order of the day.

A number of COHORT soldiers and their spouses reported
verbal abuse as common, as well as incideunts of physical abuse.
Parents spoke of cautioning their childiren not to let auyoune know
that, "Daddy 41is with & COHORT unit,"” in order to avold possible
abusive confrontations. Unit members reported that they were
routinely subjected to verbal harrassment in thelr Kasernes, in
fcrmation, or at training. Several units reported equipment
prepared focr turnover to them had been actively and passively
sabotaged. Incidents discussed includad fluids contaminared or
drained and vehicles stripped of key parts prior to arrival.

Most soldlers reported a four to six month period before
hogtility began moderating at all, and a number reported residual
hositility and anger still present at fthe time of
disestablishment of their units.

A further fall-out of the hostile reaction to COHORT units
in USAREUR was the reinforcemeut of the COHORT soldiers' view
that they were in a special and burdened segment of the Army.

The images provided by others were those of units privileged,
disliked, indulged, overworked and in perpetual trainee status.
S5uoidiers in conventional units congistently pointed out their
“pleasure” at not being in COHORT unitg, the less burdensome and
legs "tratinee disciplined” livas that they led, the greater
ireedom that they had, and their acceptance as responsible and
mature adults by their commanders. While a number of conveantional
units demonstrated the same kinds of leader-soldier problems seen
in CQHCRT units, COHORT first termers tended to believe and
wagnify such differences. These vlew; were, in a number of
cases, reinforced by NCOs and soldiers with non~COHORT experilence
within the unft. They were particularly strong among those who
resented the compulsory unature of thair assignment to a COHORT
unit.




v v <
P )

- LE

=

A 59
Tl ”—1&_:

- -
T g

s T

T e

!

=
LY

e

da i,

BN W R L e i o
2 | TP ©_

a3

Biia Lo e L

— L~

. tad

=

Reception: Second Rotation COMHORT Units

The second rotation COHRORT units were subjuct to somd
regsidual prejudice, but notLhing like the intensity that greutaed
theilr predacessors. It 18 important to notu, howaver, thal amany
of the original beliefs about special privilege and indulgencaes
for COHORT units, (e.g, preferential positiouing on housiug
li3ts, concutrrent travel, sponsorship for firwt terwers ou 18
month tours, special spousorship and vreception), ware still
currant a8 posts began to prepare for the digestablishument of
first rotation units aund the reception of wsucoud votatioun COHORT
unlts. Many second rotation units reported souwua hositility, but
most dald that relations with maembers of eilstar units were
"tiormal” in three or four months. All rveported continuing
hositility towards thae coucept of COHORT, expressad in wsuch
phrases as, "COHORT~showhort"” or "lockud 1iu aund locled up”.

Battaliosn Coummanders' Farceptiouns: IFirsel Rotation COHORT Uunitws

COHORT units were gunerally sduen us good unite and "bettur”
than sister non-COHUHORT units by their battalion euuwmduders,
especlially as better field units (7 of 9). While sowe battaliou
commanders saw thelr COHOKY unlts asw not nwcasdarily thelr best
In pertformance of garrison duties, or not the bLest at each
indlvideul skill, evg., gunnery, they were sean 33 the "best
field units overall”™ 1ia thelr battalious. This waw particularly
v in the cowblnation of maneuver, level of rollective traininyg
and collective skill,

All battaliou cowmanders with first rotation COHOWKT units
stated that their COHORT units waere move ¢ohmwgive thun thelr
conveuntional units, and thuat they 2xhlibited wore weprit aud unit
pride as well «y mutual support. There was a cartaln amount of
disagreement amonyg buattallon cveowwanderw as to why COUORT unirws
diffeoered from conventional units. Some bLattalion cowmmandaers
attributed differences to the NMS~COHORT process, others opted
for "conventi{onal” explanations, e.g. strouger NCOs, wmore highly
selected officers, or more 1lnceiligent soldlers. In gevaral
cases the regscarcher sensed that any axplanation other than the
COHORT process would have been preferred by the battalion
Coumander. Several viewed the stroug boundlng and colimslivenuds of
the COHORYT unit as potentially threatening. Jsing phresnes llke,
"They are too tight, they cover for each other aund watch out for
each other,"” ouvne commander complained about the way his COHORT
unit had generated problems for him with incident reports. He
noted, disapprovingly, ttiat when a umeuber of the unit had bheen
beaten by members of a Geruwan mutorecycle gang the eavlre unit
"even NCOs and, I think, a couple qrf officers~=I'm not sure," had
gone to the Gasithouse at which the gaug ceatered aud "cleaned
thelr clocks, which suve as hell wmade a lot of extra work for me
answering incident repovts.”

All of the battalion commanders saw thelir COHORT unilts as
likely to perform better 1n battle, particularly in terus of
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absorbing the Iinitial shock of engagement and maintaining cowmbat
capacity over a longer haul than their conventional units. The
COHORT unite werwe seun ay more “rasilient,” possessing a graater
dapth, committed tv taking care of each other, and having better
tasuvwork aund dantra-unit support. In almost all casas COHORT
units were alvo seen as possessing better tactical skills, 1l.e.,
bettar J4i maneuver, rosad marches, und company level tactics, as
wall av having higher levels of individual skill.

Several battalion coumanders pointed out that while they had
squade, crews or sections in their couventiounal uailts thuat were
individually uwore able than COHORT counterpurts, the unit skill
lavaly aud guunural uwmestery of thelr jobs and obligations were unot
the same. Responsw to aen alavl was an off-clited example. As one
Jattaliou cowwmander, wlo was unot parvticularly partial to his
COHORT wunit, put 1t:

"1'11 tell you one way in which they are different. They
ave cultainly not my best unit. Their billets are not well kept,
their uniform staundards are not the highest and they are too
¢lose tu vach othaer, T think,--too wmuch fraternization. But in
the tiwld and in yowae other things they seew to have it together
in ways uwy othur units doun't. On alerts, for iunstance, my COHORT
coupany i always the tirst to wove out. The privates and
wpeclalists who live in the billets gat the vehicles loaded on
liue and they are ready to move by the time the NCOs and
otficary cowe in trom their houging areas. It's not like that in
wy couventlional uuitees Thay're always umuch slower. They have to
walt for their NCOs to come in and tell them what to do.”

In the filrst rotation, then, the overwheluiong majority of
buttalion cowwmandery and highar staff tended to assess thelr
COHORT units as potentially wmore combat=~effective than their
convantioual units. Almost all felt that thelr COHORT units
posgdsysad greater paychological durability and were capable of
greater resilience 1n, and resistance to, the stresses of
cowbat. There was alvo a consensus that COHORT units exhibited
better teawmwork, aun ability and a desire to work together that
was not aqudally 8o Iin thelr conventional units. The units were
seen as exhibiting a helpfulness, a way of pitching in to work as
a group, that way absent from all but the best conventional units
the battalion coummanders had kuown.

Alwost all battalion commanders fell that thelr COHORT units
by virtue of thelr bonding and esprit, their knowledge of their
persounel’s skills, streangths and weaknesses, and thelr concern
for each other would have lounger staying power 1in combat and
would resist the {nitial disruption ‘and shock of combat better
than the average conventional unit, although not necessarily
better than the "best”™ of conventional unilts. Those battalion
commanders who perceived their COHORT units as thelr best units
also classified them as better than the best of conventional
units they had ever led.
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In the first rotation battalion commanders saw a number of
problems with their COHORT units as well. The nmost pervasively
.J discussed was the lack of well defined and distributed skills and
. knowledge about USAREUR and its operations, systems, and
!@ degands. In effect, most felt their COHORT units were
knowledgable in the behaviors, performances, standards, SOPs and
norms of the CONUS army, but lacked in those skills important to
effective performance in Germany. Differences in vehicle loading
SOPs, maintenance requirements, modes of acquiring training aids
and accessing training areas, billets standards and other
specific knowledge about the "USAREUR" ways of doing thinge were
cited as unit deficiencies.

Several battalion coumanders felt that their COHORT units
wete closed entities, too strongly bonded and bounded against the
rest of the battalion and the post. This was particularly true
at several posts where COHORT units had been received with great
hostility. They felt that their COHORT units behaved 1like
outsiders in the battalion, particularly the officers and senior
NCOs. Several critiqued their COHORT officers and senior NCOs
strongly for interacting almost exclusively with the company
rather than their peers at battalion and in the other
companies, Several noted that they had to devote extra time and
effort to breaking down the "special feeling"” the COHORT units
had about themselves and Iintegrating them into their battaliouns
as "just another unit." As one Battallon commander put it:

T e R PN K R | RN T XU W, W oF

“"When they arrived I got them together the first day and
told them, "You are no longer a COHORT unit. That was OK back in
CONUS, but that stopped the minute you got off the plane and
arrived here. You are just X company of X battalion. You are

i just a regular company like everyone else here. I don't ever
- & want to hear you refer to yourselves as the "COHORT" cowmpany.
You are X company and that is it.,"
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Several battalion cowmmanders complained about the state of
training of theilr units as they arrived from CONUS, particularly
the level of individual skills. Several also complained about
the "extremely poor quality” of the mid-level NCUs assigned to

3
_x

el the units, Battalion commanders were almost equally divided as

RN to NCO quality in their COHORT units. About a third felt that

w&f the COHORT unir NCOs were specially selected, a third that they
A were an average mix, and a third that the units had particularly

weak NCOs. Perceived officer quality also sums out by thirds.

e

Most battalion commanders felt that leadership in their

%{ COHORT units was more demanding than in their coaventional
Lot units. They were particularly councerned about the junior and mid
Mﬁ level NCOs of whom, "so wmuch more had to be expected because of
M the loading profiles of the COHORT units which did not provide
o experienced senior Specialist 4s who would act as agents of

f? socialization and teachers of norms and standards to the new

.% first termers.” Some felt that this put an excessive burden on

* 3 the junior and mid level NCOs, particularly during the initial
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months in Germany.
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Rattalion Commanders' Perceptions: Second Rotation COHORT Units:

Battalion commanders' percepticns of second rotation COHORT
units paralleled those of first rotation units. However, there
were several marked differences. A larger number of secoud
rotation units were considered less well trained upon arrival in
Germany. As one battalion commander put it,"I don't know what
they did at FTX, but these people had no tasic skills at all.
They had never done a night maneuver or had significant night
training. They had people who couldn't even headspace a ".50."
It was appalling and we had to get them up to speed. We did get

them there and they are now a good unit but initially it was a
real problem.,"”

There appeared, as well, to be more negative evaluation of
the quality of mid and senior level NCOs in the second rotation
units, The terms most commonly used were, ‘'weak and marginal.'
Several battalion commanders stated, "they (the NCOs)looked like
a dump of a brigade's iucompetents,” or, "I thought the NCOs

would have been more highly selected but there were fewer strong
one than I expected."

g
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Another area alluded to by several battalion commanders was
a perceived decline in garrison performance qualities between
first and second rotation COHORT units (although in several cases
a reversal was asserted In which second rotation units were seen
as more “"disciplined in the spit and polish sense than first
rotation units). As one battalion commander put it:

‘They are too close, and so they are easy on the unit. They
are not as attentive to pressed “"camis” and spit and polish and
housekeeping here 1in garrison as my other units are. There's a
funony thing, however, when they:rare in the field they are the
best all around unit I have; movement, manuever, tactically, 1t
all comes together better than it does for any other unit that I
have. Their ability to work together and get the job done is
just better~— better teamwork than any of my other units. In
garrison I have problems with them; they are not my idez of =z
first rank unit. But in the field--they really have more overall
strength and depth than any of my other units. "

The battalion commanders' perceptions of secoud rotation
COHORT may be summed up as follows: units are seen as more
cohesive, more able to sustain thewselves during ther initial
shock, exhibiting higher levels of teamwork and self knowledge
and possessing a somewhat better balanced integration of field
and operational skills. Some were more poorly trained upon
rotatlon to USAREUR and the units were not necessarily seen as
the best because of non-achievement of high garrison standards,
behavioral problems within the units (defined as like those of
average units) and low quality middle and lower leadership.
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Digsestablishmeaent

The disestablishment of COHORT units was marked by a certain
amount of "short-tiwer sgyndrome"” as an overall unit phenome¢ncu.
This was exacerbated by the slow dissolution of the units durinag
.he period between the last scheduled FTX and actual
jisestablighment. Large numbers of NCOs and oftficers ware
transferred three or four wonths prior to unit termination. This
had marked effects on unit wmorale. Almost all agreed howevaer
that in the event of mobilization the unit could and would
perform well if seat iato a c¢ombat situation., The psychologlcal
withdrawal from the unit and the beginnings of short-=tiumer
syudrome normally began with the completion of the final fiaeld
eaxercise before the uunits projected disestablishment data.

Couwpany Commuanders' and NCOs' PYerceptions:

With few exceptious cowpany and battery commandurs and
senior NCOs percaeived their COHORT units as eilther the best or
among the best with which they had evar gerved. Overall, coupany
commanders considered their unlts highly trained and couwpuetenc,
With few exceptions, they ware wmere @athusigetic about thaelr
units state of tralning and readiness. Above all, COHORT
commanders felt that they had a truly realistic appreciation of
the capacities, the strengths and weaknesses of thelr soldierw
and NCOs. They saw thelr uulte behavior as prudictable. Thay
oftan expressed it as, "1 really feel that 1 kuow how these guys
will do and what they will do. I know them well enough to fueal
that I know how they will do in cowbat.”

In all cases the COHORT cowmander saw his unit as oune he
would be williung to take into combat, and iu alwost all casey as
the unit (of those he had served with) he would wmosl prufer to
take., This wasg by no mecausy the case amony the conventional unit
commanders. Almost none falt the sense of knowledgu or
predictability about their units exprussed by their COHOKRT
colleagues; all felt that there were siguificant nuubers of uen
in their units whose behavior was essentially uupredictable, and
those men hadu't been there long encugh to kuow them ov how they
might do."” Each stzated that for 20-50% of wmen {iu the uunit, "1
don't know thems. They've bLeen here too short a tiwe, You really
can't really be sure of the new people. You don't kunow what
anyoune 1s capable of uantil you've had them ou ARTEP or a uwajor
FIX." While wmany conventional commanders felt that theilr units
would do well in combat--thelr respouses were wmore meagured and
tentative than those of the COHORT commanders. Whuere the latter
were wmore prone to statements like, "We'll kick ass aund take
nawes,"” the couventional unit commandery usually aunswered that
they thought the uanit “could probably do ity jJob™ or would take
high initial losses but probably be effective. Unqualified
enthusiasm was uuch rarer awong themwm than among the COHORT
commanders. The units which the COHORT coumanders perceived as

iv-18




I ol L -
T

¢ RP d

D Tl S TP
Latele . e

“"bettar” than thelr preseunlt oues were alwmowt ivvariably elite or
quasi-elite ovrganizations like the 82nd or Armored Cavalry units
on bordar duty.

lo u large nuwmber of casws NGCO® with prior cowmbat sald that
1f thay had to go to war axain they would prefer Lo Jo with their
prasent COHUORT unit. The redsous giveun vesually involved greater
cohesion and better cooperation 1n the COHORT wuuit thun in the
previous cowmbat unit. Aw one seulor NCUO in an artillevy battaery
put it, "Thie unit has it more together than my unit in Nam. The
sactions work toguther and suppoxt and take cacru of each other.
Harte, Llf one wection needs something or has & problewm what you
uwed will be wupplied by the other sectlous. They will always
¥ive 7ou help. We naver worked tugether that well Llu Naw,
Aunother sddclion would neaver ofter your saction help ov
resourcesd. That happuny all the time here.” A wide wajority ot
NCOw with previous cowbgt wexperivuce falt that Lthelr present
COHORT units would perforw "vary well” or bettus Lu combat Lhau
the conveutiounal uuits with which they Lad vecently served. In
contrunt, commaundery and wwulor NCOw of the conveutiounal units
bulievad that thelircr units opersteud as "s st of platovns”™, vathar
Lthau as du lonteugratud eutity, They ssswurted that ther . was
lictle coumuuilcetiow or cuvperation betweuwn platouvus or
ductions.

In terus ot wiswiliou capability unit covnuwandurs aud
subordinate luadevs alev cited "objuclive” crituria which thaey
felt eswtablished the cluar superiorvity of thede COUORT uunitiw,
Thasu fucludud wpeed vf vesponse to alacvts, ARTEDL purtormaace,
road warch pertorwance, daud FT'X pecrtovwanca, aw well asw tLhe
status of thelr billetw uud their role aw host (otften deeply
reventud) to all viwitivg Vivwe, Uuit laudevs also cited guiiwry
scorad, wuapous sud waapous system qualification scures, puercent
of vehiclew golng to and returnlinyg trowm FlXe, ay uxamplus ol
thelr high coupatuncue. Thave scored and levels of perlorwaucd
could be cited by walls 1u vuw ¢ledarly outsraunding COHORT uuit,
evetry leadur, soldier aud group of soldievs interviewed (vver b603Z
of the cowpany) spontsuneovusly told the {ntecvrviewer that over 80%
of thd cowpany had qualitied for tha L1E, and that, ia & receut
MILES exercise, (he cowpany had destroyud 43 vehilclas ol an
agttackiny Cavaivy unit to a lows of 3 of their own ("with nv
pulling batteries out of thae MILES gear or playing games”).

Coumaundacy of COUORT units overall prueseunted a seusas ot
surely about thelr uunits matched only 1in a4 wuch swaller fraction
of couventional units. This surety included percuption of luvel
of training, the teawwork and capability to sccomplilsh uunlt tasks
aund auticipated effuctiveuuss., LIu all cases thils seuse of the
unit aud 1its capuclities way uudevlain by the depth of kncwlaedge
the commandar fell the unit had of ftsaltf aund {ts capabiliticesy,
us well as his kaowladge.

Coumanders were about equally divided 1n theilr perceptiouns
of the ease or difficulties of leading a COHORT uunit. All duw a
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epecial buvrden, particularly on the NCOw. In tha ftirst yaar of
unit life dewands upon thu NCOs as teachurm, tralners, aund sgents
of socislization were at their ygrevatest. Sowe found leuding
COHORT units particularly eusy, notiuy, "a wtaadard is laid out
once, au S0P ouncae, thun they are kuown for all time; basic skills
ave taught aud retalned. "With uwo turunovaer, T dou't have Lo kaeap
vregstadlishing staundavds.” All felt that leadership was enhanced
by the predictability of the unit=-=the leader's knowledge ol what
and how the uunit would do whun giveun auy particular task. All
felt that leadership was eubancad by hizh leuvals of teamwork and
[ revponsiveinvos to duwande.
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Sowe felt that leadership was more Jit{Licult and demanding
in a COUORY uuit than {uw units they had previously beun awsijyuned
tus. CUHUKRT soldierw warw purcelived as uwvve dewanding with higher
wxpectations of their leaders. Cludeiess was sedit by sous as &
tvap that could luad to tratevuizatiou and favoritism. Othaers
telt tha vary solidarity of tha uuit to be a threat. As ona
counaidey put 1t, "They will alwaye sue av Llujury Lo oud as an
SO fajury Lo all.” The rapld communicativa within the unit and a
v sunvitivity to leader bLehavior that fuvolved, "all the soldiers,
: dithear four you ur agalust you,” were saun a8 turthur burdeus to
the leadurs Agsafu, the polnts of diftficulty {nvariably involved
luadurwhilp and wanagumuut of the uuit iu gurrison. All of the
COHOKRT uuite wure covunsiderved vasy uaud ewifective to lead in the
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o Luader Comparisvus
“‘ﬁ Furtbhur Luneiyht uway be gaiuud by cowmparlug the perxcuptioas
;') vt twu batteliou couwmandurs aud twou subuvrdinate unit

1 coumsndars. The tirvet battalion commander viawed his COHORT unit
i a3 oue of Lhe buewt he had ever weun. The sacond quite fraunkly

n duinised his COHORT unit. Lat um couyider the purceptions of the

C relevant couwmandyrd. The first battalion coumaunddr viewaed lils
COHUKT uwuit as the beyt he had aver sawun, stating:

“} "le This 18 a bigh purformance unite 1t does all the

g thiugs it has to do as part of {ts ordiuary soldlariug. It kuowy
o) what 1t has to do at every level without the need for direction
&J' frow wchelous above 1t.

}; 2. Thesu puople dccelimated fastaer; they kuew vach other

o batter, they kuaw their people and they knew their standards.
They knew and achieved those standards.

e 3. This unit has exceptional leadership. T believe that it
way haud- plcked back L{u CONUS, The soldierys are ordinary. They
gre no batter than those in my other units. But 1t 1¢ a high

- performauce unit. Uufortuunately, they are losing their edge to

{ some degree. I caunol contluuouyly exercise them at the level

_% they have rceached. It is very far asbove that of wmy other

L maneuver units., «u training I must look at the median and devise
o training at the battalion level that will eancompass them all,
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4. Tueir ARTEY performance has been exceptional.

5. his wuit communicates very effactively. You never have
to worry about {nfurmation. They have a tremendous ability to
fat the word downe. If I ask for X or Y thay do it and understaund

why. They kaow thalr wkille. They know their wmovement. They
know what they have to do.

6. Their skills are simply wall above thosa of my other
units. If wmy othie:r manvuever elemuunts are at 60 they are at
100. They differ in coumo and supply 4s well as a broad
obwwrveble differenvs 4u protessional skills.

7. Most {wporiasnt of all thuey cre proud. They have a
faumlily kiand of unity., ‘(here are vary faw problews that get to my
levuel. They pull toguther aud takd care of wvach other. The

tawmlliew take cure of each othar. They take care of the young
wite or the family in trouble.”

The secoud battalion comnmander saw his upilt quite
differently:

“l. I think this COEQRT wunit {8 at the bottom of uy
Battglion. First I think it has to do with the NCOs., A unit 1s
4 succuss or ftailure based on its NCOs. They are the chaian that
binds the unit. This chain 1sn't linked. They were obviously
nabbed from everywhare., The NCOs in thils unit dre not qualified
und experienced.

2., They did averege vo good in their company ARTEP., They
did fairly -vell; they Jid thedr job, but they are not at the
top. They have a lot ¢f rah- ralh and cheering each other on.
They did a lot of rah rah lu a boundiang overwatch. Good NCOs
would have stopped i1hat. ]t was tactilcally degradiag.

3. They do have the basics. In sowme things they are better
than others. Thelr tactical wovement at anight 1s very good. For
example another convoy busted between their unit. They all did
their jobs, put cut local security and were very impressive at
that. They are very very good at mounted movement.

4. I'm not satisfied with the quality of theilr officers.
Only one had a Ranger tab, It was a very poor fill. I had one
lieutenant who always got lost. Another had flat feet and no
arch supports in his boots. On the whole poor platoon leaders,
Just very poor quality.

5. They have been winning lots of sports champlonships,
volley ball, baseball, basketball, boxing. They all come out and
cheer for their team and really put down the other team. They're
not team players in the battallon. It's all for their unit.
Thelr cohesiveness 1s good in team sports, running, things like
that. They are very proud of their unit. They get into fights
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because of their unit. They are proud of their company
identity. It does show a certain esprit and willingness, and
their teamwork is better in some cases. But they do not come out
to cheer for battalion. .

6. I think their real problems are inexperience and
immaturity. They have had real maintenance problems because
their NCOs were not up on my S0Ps for maintenance inspectiouns.
But I think I'm getting them well integrated 1nto the unit. They
were Just glaumed together; they haven't evolved together like my
other units. They are learning. 1 am teaching them. They were
100%Z in vehicles for the last field problem. Tops for it, but
not for the other ones.

7. 1If they went to combat I could depend on them. If I say
I want you there tomorrow they will be there towmorrow. In combat
I have the gut feeling that initially they will do dumb things,
but will pull together better than my other units. I'd give them
a little bit of an edge, pulling together, knowing each other.

8. I don't like the fact that they are stabilized., I can't
touch them for drivers and other duty personnel, but have to go
to my other unitgs. There's a lot of resentment about that. TIt's
unfair.,

9, Personally, I think its all just 1lip service to
COHORT. Unless you really select officers, and particularly
NCOs, 1ts not worth anything.

I don't like 1it."

A unit commander in the first battalion described his unit
and experience as follows shortly before disestablishment:

"l. After a lot of turmoil in other units I finally saw
gsgme opportunities to do some good long range planning. That's
the fascinatiug thing about the COHORT unit. Its fascinating not
to have to worry about personnel turnover and turbulence and be
able to look at where you were, where you are and where you can
go. I enjoyed 1it.

2. I'm really proud of this unit. I've seen them grow up
and mature, take on added responsibility, get promotions, and
dewonstrate their potential for further advancement. I'm really
convinced that COHORT is both workable and good.

3. The best thing about it is its predictability based upon
stability. It's given me the opportunity to do long range
planning--to develop a good coherent plan. You can know exactly
where you want to go with this unit.

4, I'm really going to wmiss them. Emotionally this is a
very tough break for me. I guess that they have mixed
emotions. I think that they feel about like they did when they
graduated from high school. They are going to miss each other
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but they want to go on to other things., I think they think that
I am a "fair"” commander. That is that I am fair to them. I
think 1 have loyalty from them because they know they will get a
falr shake. However, I don't think a lot of my soldiers really
understand what a commander does and what he i3 responsible for.

5. Now my NCOs, that’s interesting. Each of them falls
into a niche. Each has a role. The Top is a father figure; he's

their main counselor. The next most senior NCO is the “"doer™; he
kicks butt and is the unit'*s maln organizer. The other seunior

NCOs are the busics; they have had a hard role. Some troops feel
closer to some than others and some have maybe gotten too

close. But most of them have been able to walk that fine line
somewhere between being a big breother and being a leader., I
deeply believe an NCO has to be both.

6. It was hard coming here. The hestility was fierce over
the privileges we were getting and so on., 1 think it took six
months total before we were accepted as just another unit. It
took a lot of effort and lots of times we had to pull a lot more
, than our falr share. Above all, you dida't mention the word
L COHORT to anyone. Gradually people began to accept us. Some of
B them even began to see the advantages of having COHORT units

(@3 around.,
u§1 7. I think we are the best unit of its kind in the U.S.

Army. I think that Command here thinks that that's so also. I
think over the short term there are some units that might surpass
us at one thing or another but not over the long run. Over the
long haul there is no unilt that can compare with this one.

8. You've pgot tu understand we've got a lot of pride. We
are proud as s unit.

9. We have had no problems ian terms of authority relatiouns
within the unit. The relatliouships of our junior NCOs to their
soldiers were a little difficult at first. It's a hard
transition to make. I started a2 jumior NCO training program in
the unit. We went back to basic and started training them. Part
yf the reason I started this training program for my Eis was that
they had begun to feel there was no place for them to advance
to. There was a feeling of stagnation and we had gottenm to the
point where some of our scldiers were just doing enough to get
by. That's. why we established the juunior NCO program.

10. The battalion commander is a soldiers' commander. He
cares about his troups, ne looks out for them and us. He has
established a good deceantralized command .climate and given the
unit commanders all the authority we need to do our jobs. He
doesu‘t get excited.

by 11. One problem of the system that we weren't prepared for
was the level that these guys were capable of reaching. The
o firet teruwer in this Army has to know X number of tasls. These
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guys knew them eight to ten months into the program. It created
real difficulties because we had to come up with ways to
challenge them long range. We had the time to think asd gplan.
First we tralaed them up to the 20 level theun began cross
tralning them. My average soldier iIs now at Sargeant's level.
We have required this kind of cross training of everyone. They
now know every job required of thew and everyome else's as

well. We've cross trained everyone in every job they might have
to do. Half of my troops can now do an E-6's job with ease.

12. In teras of fawilies I don't think our problems are
really different {rom most other units. I think we have had
typlcal family problams. Theve were some very hard transitions
and a lot of hostility that really affected the families whan
they came in because they were COHORT, We're mostly over that
now. It does tend to be like a small town. Some people do call
it Peyion Place, perhaps because we live co closely to each
other. There are little squabbles, a lot of gosgip with one
clique against another. I dou't know 1f {t's the same with
regular units at any small post like this. There 1is no real
animogsity. People are really pretty close and give each other a
lot of support. When we go to the field we don't get many calls
like the other units in the battalion. The Top's wife and the
othev senior gergeants' wives are really helpful., We had a one
month and then two, two week fileld exercises iIin which we didn't
get a single phone cali. There have been very few problems when
we've gotten back. When we come back there's alwazys a sign ovear
the door saying, "Welcome Back", that the wives put up and they
hWave cockies, cake and things to drink waltiag for us. Like I
said, we're pretty close. There are lots of parties every month
at somecne's house as well. We also have a formal family net and
publish a regular letter for the families.

The above should be contrasted with the perceptions of the
unlt commander in the second battalion as characterized below.

"lse My COHORT unit accomplishes most things reasonably well
to very well., Our battalion, company, platcon and squad ARTEPS
were all done well. On our IG we got satisfactory results in 4
major areas comparing well with thc other uuits. We've done vary
well in sprrts aud are post champions in a number of
competitions. Where we havern't done well is in the subjective
things that is ia the eyes of the Battalion commander. He says
we're undisciplined. He called me in a moath ago, to say, 'You
have undisciplined soldiers, you have too many blotter
incidents. What will you do about 1 ?' Hell I had six menths
with fewer blotter incidents than any other unit. Then I had a
few. Then we had a couple of fights downtown that were startad
by members of other companies whou we beat at sports. They
resent us and reseunt us winning. They don't like it or us. I
took action but....

2. I think the battalion commander feels that we are
inferior. We do the things that can be wmeasured objectively very
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wall. Subjectively he feels we aren't doing well, nothing we do
counts, nothing I do counts--our personalities certainly don't

nesh. He feels we're a weak sister and does everything he can to
emasculate me and the compuny.

3. I think this is a good company. I would happily go to
war with it in a heartbeat. It will do as well or better than
any other unit iu this Army. On alerts and field problems we
roll 100%. No other unic here can make that statement.

4. It has nothing to do with COHORT. I think the battalion
conmander is a micro-manager=-he tends to do the CO0s job--hell,
he tends to deal directly with the platoon sergeant and give them
directions and orders. Hiz prejudice about us was that he wants

to be absolute master of the battalion and really had difficulty
not beiny able to move our pecple around.

$. After a year now prejudice against us nas just begun to

abate and we are starting to feel as if we belonged in this
battalion for the first time. We as people are just beginniung to

be acceptad by the other officers in the battalion. The NCOs
too, but they still identify closely with the unit.

6. I think we have been a close company. We've had a
‘couple of cowpany partles, a barbeque with games, a good
Christmas party, the wives have put on bake sales toc buy
Christmas preseits for the kids and all the unmarried soldiers.

7. We have had some problems, the usual ones with hash and
some Chapters and bars to re-enlistmeunt, but I think in sowme part
we are being picked on deliberately. CID really dogged the unit
out and it affected worale very deeply, though morale 1is pretty

good right now. We've had good performance and there 1is a lot of
esprit.

8. I guess my biggest problem 4s with the battalion
conmmander. Ha's very directive and he micro~manages me at every

opportunity. It's hard to run a couapany when he changes
everything every few minutes.

9. Tet me lay down the bottom line. The folks in this
company get the job done. Sure sometimes they get me angry, as
wlth the fights in town but when they go to the field, or do
something important they have never failed. They come through,
they always come through. They have a lot of pride. I think we
are the best unit in the battalion but the battalion commander
decesn't see that. He Sees us at the bottom. I've always

believed in showing by doing, but you can't show him anything.
He won't see what he doesn't want to see.

10, They are really cohesive. When one ¢f our teams plays

we'll give them much greater support than the other units do.
It's a real turnout.
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11« In terws of combat I trust the people and NCOs. I
understand them and know who they are. I know that this NCO is
good and this one 1is not so good. I know who I have to wateh. 1
know my young NCOs--the nnes up out of the first termers are
good. They may not yet be exceptional but they are still
learning and their skill level is very high.

12, I think they have more esprit than other units but
there 18 also a tendency to gripe and bltch, and there are soue
tnings they really have to gripe about. The first iz housing.
They were made a lot of promises that weren't kept. The secound
igs the way we are singled out by the battalion for criticiasw,
extra duties, hostility. Everyone-—officers, WCO0s8, and soldiers-
- gripes about that.,

13, One of our best things though 1ig family support. We
have a real gtrong family support group.

14. T don't know, I feel it 1s all like the live fire
platoon course. The range officer sald the three best platoons
were two of mine and one from another unit. He told thatl to wme,
two other unit commanders and the battalion commarder. tou can
ask them. The battalion commander said, "I've already wmade uy
decision." He'd observed my one weak platoon and gave the trophy
to another unit. We can't win here.

Observatlons made by some of the other battallon commaaders
interviewed during the first rotation of COHORT units are of
interest at this point as they help flesh out the spectrum of
battalion command ideologies and climates, into which the COHORT
units rotated.

One battalion commander:

1. Discipline is much better in my cohort company. There
are far fewer accidents, other incidents or blotter reports.
Spouse abuse 1s 1infinitesimal coupared to my other companies. My
other companies have significantly more NDUIs, f£ights, drug
problems etc.

2. Their horizountal bonding is self evident.

3. Well lets look at theilr strengths and weaknesses., Thay
were weaker 1in gunnery when they got here and they remain weaker
in maintenance than the other companies. They've had soue
specific personnel problems there. They are much stroungexr than
the other companies 1in appearance, in billets maintenaunce and
inspections, ana above all, 1in basic individual traialng and
skills, in the fundamentals. They are also umuch better 1in
manuever, and are outstanding tactically.

4. I don't know why the cowmpany is so outstaudiug. They
have an outstanding company and lst sergeant. DBut the platoon
leaders and platoon sergeants are average. The soldiers 14 and
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beiow are more cohesive. They take care of one another more.

Yeu'li never find one alone; you never find one getting in
trouble because he's alone.

5. I tuink the vertical integration there is much better.

They krc' one another better. They are more familiar with each
othere Sonmetimes this 1is not good.

6. We have a lot of visitors here. Whenever one comes he
gets sent to my COHORT unit because they look So good.

7. When I first got here I realized that relationships
betwaen COHORT and my couventional companies were not very

good., All the others thought of them as different. There were
bad relationships in the battalion and between the COs. That's
changed now. The battalion relationships are good now. The
inltial problems are over. The unit members still think of

thetiselves as an eatity and different, but the other units no
longer rteseut them or see them as separate.

8. The COHORT unit is generally upbeat and 1its soldiers
complain about insigunificant things like the weather, not enough
ammo 4ud 0 on, not about duty rosters.

9, My view of the battalion's status ig based upon blotter
reportsy, training, my open door policy. I talk to the troopeg and
encourage them to come and see me. I spend a lot of time
informally walking arcund and talking to soldiers. When I first
came, I ran some OE sgsessions with the troops."

dnother battalion commander:

“ls This unit hasn't been here long enough to seriously
evaluate, but 1 cun tell you they had a lot of dud NCOs dumped on
thems, There are a few good ones but thev are mostly incompetent
and the most Jimportant ones can't seem to make it work. The most
critical one 13 being relieved today. He created a lot of
didgsension aad there has been utter chaos in the unit,
pacticulariy before they came here from CONUS,

2., They've jerked a lot of people around. The way they
worked this has done a lot of damage to wmy hattalion. I had te
tear up a good unit to bring in this bunch. The battalion has to
be cokesive, too. You've got to get them to bellieve in the
battalion, uot just the individual units. That's the problemnm
with bdriungiang them in here as 3 unit. So many of our SOPs are
different from anywhere else. It will take at least a year for

them to become integrataed into the battalion. Then they'll be
gone.,

3. They are good soldiers, high spirited, good workers, the
junior soldiers. The NCOs are weak. 1It's hard to tell if its a
vertically nohesive unit Decause of all the conflicts in the
command group. The soldiers certainly came up actively in our
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battelion sports program and won a blg one right away. They seem
to huve a lot of cohesion there.

4. They didn't do as well as my other units in some tests,
but I feit the reascn, again, wag the NCOs--they're very woeak--us
a group they ave far below average. CONUS and FOKSCOM dida a job
on us with the lecadership of this unit,

S« The soldiers are good and williug. They are a good
group; they have had good training. They look upon themselves as

a unit. They will do well; they are a lot betier than their
NCOs. The soldiers aud the acting NCOs are able to acheive a lot
morae than what they are assiguned to do.

6. There was some sabotage of equipment that went to
them. But that's not the only aspect of theirs maintenance
problems—=-their E6s just aren't capable of ruuning hard.

7. Eventually it will bde a good unit, but I've got to make
a lot of changes in {ts command structure.”

A third battalion cownmander:

1. When my COHORT company first got here they were
different. When my other companies went to run in the morning
there were jodies and joking but not the COHORT unit. They ran
silently, but always faster and further than the other
companies. ‘Their uniforms, barvacks, behavior and general make
up clearly iundicisted s well trained cohesive and proud unite.

2. When they arvived they didn't knouw how good the
battalion was, but they knew how gcod they were. They are tough
couwpetritors. They won't accept secoud place but always go for
first place. They go for all or nothing.

3. Their platvon sergeants were good, not standouts, but
you felt they and the scldiers had been together a long time.
Thuey told their soldiers what to do and it happengd. They seemed
to respect them and treat them as people. Not like the CO.

4. The CO was an authoritarian. He was a big bully. TI’m
sure even his wother had difficulty in liking him. He was a
dictator whoe ruled with an iron fist., He repressed everyone and
everything. He was a one-man show. It took a long time but Y
finally got an opportunity to pull him. The only respect he
could have gotten from anvone was to his rank.

5. The soldiers were bright, well-trained. Only the first
sorgeaant kept that COHORT unit together at all. That and
pride. I know what that first sergeant was up agalnst. It was
appalling.,

6., They are at a higher Llevel of training and skill than my
other maneuver companies. I would say 1t would take 30 days for
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A them to get up to the level of my COHORT company. They would be
= very strong in combat. They wouldn't run. They would hang on to

the eleventh hour. They would hold their positions. The COHORT
- company has an edge. The COHORT people know each other. They
nod know each other's strengths and weaknesses and know whe they can
“V count on in respect tc s8kill and professionalism=-they alsoc know
R who the potential weak ones and cowards are."
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A fourth battalion commander:

"l. First, let me tell you that good units are good because

N

N of strong leadership, not because of cohesion or keeping people
;ﬁv together or amny of that stuff. Soldiers are supposed to follow
R and do things that good leaders tell them to do. Leaders are
i born. You can only teach people to teach the tangibles, the "how
: to's"., Men are either leaders or not.

ta
i 2. 1 think it's a damn good unit with certain
‘ﬂ reservations. I don't think it would necessarily exceed in
{%3 combat. A lot of leaders do well in peacetime working out of
L fear only of those above them. In peacetime that works. In

: combat 1if they are not true leaders they fall. So I can't tell

you that they or any of these units would exceed others.
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3. This 1s an above average unit. It is above average
because it has a strong chain of command., The chain equals the
company, that's the one thing that counts. As COHORT it has an
advantaze. We received soldiers with better discipline;
discipline like basic training and AIT. They do have better

individual and unit discipline than the other units 1in the
Battallon. That shows 1in the indicators.

e

4, They do things well. They have a lot of rah-rah. I
don't like that rah-rah kind of team work, but to-my mind they

don't perform better thanm other good units. Their real weakness
is in their squad leaders and team leaders. They do as well as
other units on.common tasks, SQT; they have basic teamwork and
thelr leadership has drive, but thelr basic leadership doesn't
have the skills. They hustle but they don't know what to do.

5. As a company they do very well, they maneuver well.
It's squads and below where they don't do well. It's a problem
of thelr leadership and their leadership's lack of knowledge of
Germany.

6. I think they would do as well as my other companies, not
because of COHORT but because of the normal reasons why soldiers
do well. I think COHORT might be of value 1if they were coming
directly from the states into combat, Then I think they might do
better than another non—-COHORT unit.

7. The COHORT CO is not a team player; he's for his

company, not thz battalion. He really thinks of it as HIS
company. That's one reason I rate it No. 3 of my companies. My
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other two COs are team players. The discriminator is that he 1is
not a team player.

8. You must remember soldiers follow the lead of what we
tell them. They pick up what you bitch about. If I say
something 1is OK they will all think it's OK. Thats how they
are. They follow the lead of what we tell them.”

A fifth battalion commander:

"l I think it's a good unit. They have done things very
well. They have doue all of their tasks and missions and have
worked quite well together, That's based on their chain and the
fact that they are enthusiastic about themselves., They feel that
they are better than anyone., Not that they necessarily are.
Sometimes they are better; sometimes they are worse.

2. I think it would do very well in combat. It's well
trained and well disciplined. Overall they are probably my best
maneuver unit, They have a disciplined and strong chain. From s
tactical standpoint they would do very well. However, let me say
that I think they are too cohesive. If they were given an
impossible or difficult task, I would not trust thewm. They would
probably fall apart. Why? Because they are so cohesive and know
each other so well. Units like that will fall apart when a
number of people get killed. They know each other too well.

They are too close. In a really difficult high casualty
situation, I'd rather have one of my other units where people
don't know each other well and don't care about each other.

3., They are absolutely part of the battalion. We took that
iead on as a problem and goi them 100% committed.

4, They are really a strong unit and have no weaknesses
that you could talk about in the same way you talk about their
strengths. Theilr maintenance, esprit, their whole manner of
doing things. Their maintenance, hell, they really understand it
and believe in it. Their equipment doesn't fail.

5. One cf the reasons they are so good 1s that each man
knows his job. Ag for crosszs training I don't belleve 1u it. I
think the most important thing i1s that each soldier know his job
better than anyone else. I don't want them to know other
peoples' jobs. I told them that. No training one man at another
man's job. I want each man to know his job the best possibdle,
period!

6., I'm very proud of the unit and of how it's doing. I
really support the program and support cohesion and stability.

NCO Selection Requirements
The selection requirements, extension, reenlistment or bar,

have had esgentially negative effects. It must be remembered,
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however, that these effects were exacerbated by the fact that
COHORT was new and was viewed by a number of caraer soldiers with
suspicion. It was seen by a number of NCOs as violating long
standing conditions of their reiationship to the Army. These
violations were seen as selective alterations of contracts for

those who had the "misfortune” to be in COHORT wunits, as opposed
to the rest of the Army which continued under the "normal"” schene

of things. The contrast of this perceived "selective disability"”
88 opposed to the "business as usual” status of colleagues in
non=COHORT units added to the intensity of expression. The
concerns presented by NCOs do anot necessarily represent the
violations of basic values that they often sounded like in
presentation. Some NCOs who wmost vehemently asaulted basic
COHORT or regimental concepts, such as home basing for example,
would describe it as good idea in one context (more effective
unit, easier on families), and attack it vehemently in another
(having been coerced or ordered into a pattern of long term
obligation that did not apply to most other soldiers).

The most often expressed concerns in the interviews of the
NCOs about these aspects of COHORT assignment were the followilng:

1. Coercion and loss of mobility upon reenlistment. The
selective aspect was seen as a special disability siance a 'good'
soldier or a 'good' NCO could have his career ended if he wanted
to do something different or go to school.

2. The loss of mobility. Many NCOs cited the desire for
maximum mobility and new experiences—-—a common Auerican value-—-as
a basic reason for joining the Army. There was a widespread
feeling that assigment to a COHORT unit had terminated all
possibility of mobility for the rest of thelr careers.

3. Being trapped, again, non-volitionally, in a home base
rotation that might be undesirable or cconomically
disadvantageous. Again this concern was most often prefaced with.:
the statement, "Nobody asked me whether or not I wanted to do
this., It was go COHORT or get out of the Army."

4. The widely disseminated view that COHORT unit
assignments were injurious t» NCO careers by locking them into a
single unit with "no rocow for promotion or woving up.”

5 The widespread view that because COHORT had many of the
above disabilities and was considered to be in some ways “"elite,"”
it should have been a voluntary rather than a coerced assignment.

6, A number of senior NCOs, particularly at the Sergeant
First Class and First Sergeant level, felt that as members of

COHORT unilts they were being discriminated agalnst and their
careers injured by the loss of the possibilities of advarniced
schooling. Again it was not, for most, the actual case that they
were deprived of entry to the Sergeanis Major Academy, or First
Sergeants J3chool, or of an actval promution. The igssue was
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conceptual; it was one of belief that a departure frou the
bureaucratically normal patterns of assignment and rotation would
bring both short term and long term disabilities. It might best
be described as fear of the consequences of alteration of the
long term patterus through which the Army has done 1ts business.
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COHORT NCOs may ba divided iato three groups. ‘It is, once
again, important to point out that acttitudes in all three groups
were affacted by battalion commaund cliwate and relationships
among unilt leadership and the NCOs, in particular velationships
betwaeen the CO and filrst sergeaunt.

l. Thode who came aboard voluntarily. Theue NCOs chose to
enter COHORT units because they "liked the idea,” "had baeen ia s
stabilized unit before and liked the way it turned out,” wera

3 S e R L T
P AT )

R "eager for a unew challenge,” wanted a situation in which "I would
}gm“ have the respousibility for wmolding my people,” "falt CUHORT
”J@ would be career enhancing” and so forth., These NCOs, estimated
-pfi at third, self salicted for COHORT units and were the most

'ﬁf positive about the units, the CUHORT experience and

ﬁk potentialities. They made up the overwhelming wmajority of NCOs
'*Q‘ who expressed the desire to coatinue their careers in CCHORT

o e unitse, and appeared to have the best grasp of the COHORT concept

-i" s

and its sgpecial requirements. They seemed to be among the most
enthusiastic about the multiple and accretive training

st ala

#&” possibilities in COHORT units as well, They were not evenly
= digstributed through the units but teunded to cluster in those
"K{ units that had selected for "quality,” and that had bent the
ﬁﬁ%y raquirements 1in an attempt to ensure self selected cadre.

';" ’,“-‘j‘ X

fﬁx 2. The second group, again about a third of the sample,
el viewed their COHORT assignment as "sunother gssignment” to be
By discharged as best as possible Iin their capacilty as career
aﬁ goldiers.

3. A final third saw COHORT as essentially negative, a
coerced alteration of their careers, possessed of the entire
spectrum of disabilities discussed above. Thegse NCOs were
undouhtedly responsible for many of the negative views of COHORT
held by their soldiers. (Often when secldiers were questicned
about strongly held negative views of COHORT, they referred to
their mid-range NCO's as the source of their information.)

XS

~

UL . O
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g

Their own low morale often affected the morale of their
soldiers., This group produced the majority of the NCOs who had
"difficulties” with the training demands of the COHORT process.
They are the ones who most often stated that they had exhausted
all their "knowledge and trained [my] soldiers with all I
know." They are the NCOs who most often presented themselves as
"burnt out"” by the COHORT process or who conceived of the COHORT
unit as in no way different from a counventional unit 1in terms of
training needs.

The dislike these NCOe¢ evidenced at being Iin COHORT units
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war ofteu palpable. A number began their interviews wondering if
the interviewer could help “"get me out of this damned unit.”

The distribution of such NCOs and such feelings was
moderated by the character of unit leadership. Where leadership
was supportive (at both battaliou and unit levals) and supplied
clear information about the COHNRT system, votatlioan, promotion
etc., the impact of the percalvad coercive nature of recrultment
of COHORT cadve was miniwized. In units perceived in contrary
fashicn, 1t was maximized. Overall, however, the intarviews
leave the {umpression that the image of coercion was an extremsly
injurious one and one which “tainted” the image of the COHORT
unit for many of 1ts weubers.

Leaders' Comparisous of COHORT and non=-COHORT Units:
Interview Summary

The majority of battalion commanders and higher staff assess
thaeir COHORT units as potentially more combat effective than
thelr conventional units. Almost all feel that COHORT units
possess greater psychological strength, and will be capable of
greater vesistunce to the stresses of cowbat.

Almost all leaderxrs feel that their COHORT wunits, by virtue
of their bonding aad esprit, their knowludge of each others
skille, strengths, and weaknesses and thelr councern for each
other, will have longer staying power 1in combat and will resist
the initial disrvruption and shock of combat better than the
average conventional unit.

With few exceptions company/battery leadership perceived
thelr COHORT units as either the best, or amoung the best, with
which they had ever been agssociated. The units which they
perceived as "better"” were almost invariably elite
organlizations. In a2 number of cases NCOs with prior combat
expressed the thought that {f they had to go to war again they
would far prefer to go with thelr present CQHORT unit.

Comvarisons of COHORT and non—-COCHORT uunits: Quesiioniaire Data

The generally more positive stance of leaders in respect to
thhe combat potential and competency of units 1is demonstrated in
responses to the WRAIR Company Perceptiouns YInventory. Leaders E-
5 through 0-3 who responded to the questionnaires consistently
rated their COHORT uanits more highly than did their conventional

unit counterparts, as shown iIn responses to the WRAIR Company
Parceptions Inventory.

First Rotation COHORT Units

Mean Scores on the Company Perceptions Inventory:
COHORT vs Cunventional (USAREUR); Rank E-5 through 0-3
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A Total Unit Sample: COHORT Nwl172 (9 Units) and CONV Nw=165 (8
b } Units )
ol
g (To interpret these scores please note that higher values are
.h; assoclated with more negative responses for all questions.
oy Scores of some questions have been reversed to reflect this
]R? ordering to facilitate comparisons. The range of responses is 1~
¥¥: 5, from "strongly agree (1)" through "can't say(3)" and “"strongly
A disagree(5). Use the following syumbols to determine {f
K differences between responses to a question are significant by t-
O Test at p <.Cl: **% w COHORT soldliers significantly more positive
Ex than “Couventional" soldiers; ## = Conventional soldiers
Ly significantly more positive than COHORT soldiers.)
g |
B COHORT CONV.,
o E5/03 ES/03
\'[:};‘
g
i l. This company 1is one of the best
iy in the U.S. Aruy. 2.51%% 3.12
3 2. People in this company feel very
e close to each other. 2.,38%% 3.28
w4
-ﬁﬂ 3. 7The officers in this cowmpany
] really seem to know their stuff. 2.87 2,96
) 4, I think this company would do a
) better job in combat than most other
1’\;: army unitB. 2-29** 2.91
'1\?
mj 5. The wmen I work with always try to
;ﬂ do a good job. 2.30 2.31
.ﬁT 6. The NCO's in this company really
'Tw seem to know thelr stuff. 2.29 2.69
_}ﬂ 7. I really know the people I work
with very well. 2.14%% 2.53
8. There are too many people in this
coupany who are just out for themselves
and don't care about othurs. 3.12 3.20
9. 1 spend my after duty houvrs with
other people in this coupany. 2.90%% 3.26
10 My closest friendships are with
the people I work with. 2.94 3.15
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l1le« The officers in this company don't
spend enough time with the troops.

12, I am impressed by the quality
of leadership in this company.

13. If I have to go to war the men
I regularly work with are the ones
I want with me.

14, The NCOs in this company really
don't spend enough time with the troops.

15, I really like the work I do.

16, I think the job this company is
supposed to do 1s one of the most
important in the Aruy.

17, There are several people in the
chain of ccamand of this company I
would go to for help with a personal
problem.

18 I have real confidence iun our
weapong and our abllity to use them.

19, I thiok the level of training
in this company 1is very high.

20, If I have to go into combat I.
have great confidence in my personal
8kills and training.

21. Whites and blacks in this company
mix after duty hours as well as at work.

22. Almost all of the people im this
company can really be trusted.

23. I really want to spend my entire
tour in the Army in this company.

24, My superiors make a real attempt
to know me and treat me as a person.

25, 1 believe that the people in my

company will stand by me in any diffi-
cult situation.
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26 I think people in this company
will get tighter as time goes on. 2.92 2.72

27+ 1 really enjoy being a member
of this company. 2.68 2.86

28. Thils coumpany 1s a secure place.
You don't have to watch your possessions
in the company area. 3.40 3.46

29. People really look out for each
other in my company, 2.77%% 3.30

30 I think we are better trained
than other companies in the Army. 2.26%% 3.04

31. The Officers and NCOs in this
company would do well 1in combat. 2.41%% 2.79

32, The soldiers in this company
are skilled enough for me to trust
my life to them in combat. 2.63%% 3.01

Soldiers E~4 and below demonstrate this positive COHORT
effect even more markedly than do their leaders. The level at
which they appraise their competence and skill is significantly
higher than that of their conventional counterparts. These
perceptions, as studies ‘in past wars demonstrate, do correlate
significantly with actual battlefield performance. Even in units
where morale 1s poor and leadership perceived as poor, COHORT
soldiers believe in their technical proficiency and military and
combat abilities. Typically they assert that they know and are
gocd at their jobs, that they would function well in combat and
would "kick ass™ Iin any battle with "Ivan", if war should come.
The members of each COHORT unit consider themselves the best in
their battalion and the best at their post. Members of
conventional units tended to be more tentative in their
assessments. The question "How do you thiank you'd do in combat?”
usually brought silence followed by mixed response and often by
arguments.s The commonest response was, "I don't know" usually
followed by an estimate of loss of one half to two thirds of the
unit 1o the first day. The almost universal confidence of the
COHORT soldiers was lacking.

Particularly 1in terms of horizonmtal relationships and bonding,
COHORT units are markedly different from most conventional
units. The ones they resemble most are Ranger battalions whose
members use much the same descriptive metaphors of "family,” and
"brothers,” and focus heavily on knowledge of each other's
strengths and weaknesses in describing theilir units. These
commonalities were marked in debriefings carried out by WRAIR
research personnel of Rangers following the Grenmada rescue
operation, Conventiounal units in USAREUR responded markedly
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Fﬂ differently. In no case did muembers of a conventional unit

b gspontaneously discuss thelr perception of individual strengths
ﬂ, and weakness within the unit.

-

) The differences in the web of tles and perceptio: * that

Q{ bonds COHORT soldiers as contrasted to conventional g¢ I[iers is
%}; most clearly demonstrated in data dealing directly with cohesion
g" and bonding from the WRAIR Company Perceptions Iuventory. Hsare,

once agailn, item by item t-tests show many significant
differences favoring COHORT.

Mean Scores on the Company Perceptions Inventory:
COHORT vs Conventional (USAREUR)

Total unit sample

COHORT N=576 (9 Umnits)
CONV N=449 (8 Units)

E1l/E4 SAMPLE
COHORT N=406 (9 Units)

- 1\,'.%?}:

Scores of some questious have been reversed to reflect this
ordering to facilitate comparisons. The range of regsponses 1is l-
5, from "strongly agree (1)" through "can't say(3)" and "strongly
disagree(5)., Use the following symbols to determine 1f
differences between responses to a question are significant by t-
Test at p <.0l: **% = COHORT soldiers significantly more positive
than "Conventional”™ soldierg; ## = Conventional scldiers
significantly more positive than COHORT soldiers.)

- CONV. N=285 (8 Units)

{ﬁ (To interpret these scores please note that higher values are
}; associated with more negative responses for all questions.

i
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?M . COHORT CONV. COHORT CONV.
s ALL ALL E1/E4 E1/E4

ﬁ l. This company is one of the
k; best in the U.S. Army. 2.86%% 3,35  3,0l%*  3.49
41

2. People 1in this company feel
very close to each other. 2.54%% 3.44 2.61%% 3.54

YR

3. The officers in this company
really seem to know their stuff, 3.17 3.12 3.29 3.21

NI il
N L

o

:@J 4, I think this company would

} do a betterjob in combat than

ii most other army units. 2.54%% 3.22 2.63%% 3.28
)

@‘ 5. The men I work with always

?@ try to do a good job. 2.66 2.52 2,82 2.64
S

V=37

DR A R T Tl Tl R N B ] oy
[ ST N WO WU S P U S kY [P S |

S e R N R AL
P T A U N LNy

PR AR SR SN -



6., The NCO's in this company
really seem to kunow their stuff. 2.84 3.00 3.07 3.18

7. I really know the people I
work with very well. 2.22%% 2.65 2.26%% 2.72

8. There arc too many people

in this company who are just

out ifor themselves and don't _
care abocut others., 3.47 3.53 3.62 3.73

9. I spend my after duty hours
with other people in this company. 2.72%% 2.99 2.64 2,83

10. My closest friendships
are with the people I work with, 2.,83%% 3.10 2,79%% 3.07

,ﬁ R

& 11, The officers in this company
don't spend enough time with

PV

R <o

PR
N

) the troops. 3,22 3.27 3.29 3.38
o
ﬁ' 12, I am impressed by the quality
\ih‘ of leadership in this compauy. 3,41 3.48 3.60 3.73
Ry
'?ﬁk 13. If I have to go to war
Fi; the men I regularly work with
‘ are the ones I want with me. Z.53%% 2.83 2,67%* 2,92

14, The NCOs in this company
really don't spend enough time
with the troops. 2.79 2.79 2,93 2.90

e
——t
-

T B
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T

15 I really like the work I do. 2,92 2.84 3.14 3.02

6. I think the job this company
is supposed to do 1s oae of the \
most lmportant in the Army. 2.59#¢# 2.131 2.,78## 2,42

17. There are several people in

the chain of command of this

company I would go to for help

with a personal problen. 3.08 3.11 3.22 3.35

18, I have real confidence in
our weapons and our abiliity to
use then. 2.49 2.54 2.65 2.67

19, I think the level of train-~
ing in this company is very high. 2.68%% 3.14 2.74%% 3,16

20, If 1 have to go into combat
I have great confidence in ny
personal skills and +raining. 2.03 1.98 2.16 2.03




21, Whites and blacks in this
company mix after duty hours as
well as at work. 2.89#4# 2.63 3.014## 2.75

22, Almost all of the people
in this.company can really be
trusted. 3.48 3.50 3.71 3.67

23. I really want to spend umy
entire tour in the Army in this

company. 3.96 4,10 3.97 4,17

24, My superiors make a real
attempt to know me and treat
me as a persofi. 3.46 3.41 3.61 3.65

“Jhghhm

e
]

e

25, I believe that the people
. in my company will stand by me
- in any difficult situation. 2,94%% 3.26 3.09%% 3,42

e Al

26, I think people in this
company will get tighter as

time goes on. 3.20%% 2,98 3.31 3.14

27. 1 really enjoy being a
member of this company. 3.08 3.22 3.25 3.43

28, This company is a secure

places You don't have to watch

your possesgsions in the company

area. 3.68 3.77 3.80 3.94

29. People vreally look out for
each other in my company. 2.99%% 3.44 3.08%% 3.52

30. I think we are better
tralned than other companies

in the Army. 2.45%% 3.13 2.50%%* 3.18

3l The Officers and NCOs in
this company would do well in
combat. 3.97 3.06 3.21 3.21

32. The soldiers in this company
are skilled enough for me to trust

my life to them in combat. 2.,98%%* 3.20 3.13 3.31

An alternative way of interpreting these materials 1s to
examine responses to the eight cohesion questions {(Numbers
2,7,9,10,13,21,25,29 above) by type of company (COHORT vs non-
COHORT) within each battalion. For this analysis, the total
number (ocut of eight) of questions responded to more positivley
for each unit was totalled.
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COHORT CONVENTIONAL
Bn A 8 0 ]
BN B 7 1
BN C 7 1
BN D 6 2
BN E 5 3
BN F 3 5

Here we see that unit by unit five of .he six COHORT Unity
score bdetter than do their conventional countarparts in tevms of
the numbar of cohesion questions respoaded to more positivaly,
In the case of the cohort unit in Battalion F, the causs appaeatrs
anot to lie In the COHORT process, Interviews in these uuits
indicate that the causes of negative respounsues appear vaulher to
be generated ian three areas, gome of which have already bhuun
discussed at length.

l. The first 1s Kaserne or post.
2, The second 1s battaliou command climata.

J, The third iy degree of vertical integration wilthin the

company or battery and the correlative degrees of tLrust,

competence, concern and buffering perceived by lowur raunkinyg
soldiers. A prst climate or command climate parcaivued to b
punitive or hostile by the soldier way be stroungly buffuved uund
compensated for by tight vertical {ategration of the cowmpauy. A
disvalued unit comwmander may be cowmpensated for by slrouyg uuit
bonding between soldliars and NCOs 'and so forth., Yach of thusu
factors and the interactions betweeun thew aftfuects thae unics view
of itself and the unit members’' view of the eftectiveness and
desirability of being 1in the unit. Many sucli lusuuy have Littlu
to do with the COHORT process but dare univeral ounes for au svmued
force. However, they may be complicated and confouunded by the

symbolic ways 1in which they are gathered Iinto the coucept of
COHORT by unit members.

Vertically well-integrated COHORT wuults {fwpressaed all auy
exceptional. COHORT units in which soldiers and junlor aud wmid-
range NCOs perceived their leadership as uncariug and {uncoupetuout
impressed one as weli: with the sense of anger and seuse of
digstrust and betrayal aad frustratiou wiih which the unit aud the
Army were perceiveds While mewbers of some conventional untits

were as allenated as wembers of these COHORT units, a subtlu

difference appeared to exist between the two. In che
conventional unit a collectiocn of individuals ov small groups

were alleunated and unhappy primarilly 1in terws of their own
perceived disabilities as Iindividuals aud swall groups. Iln the

COHORT unit unhappiness, low morale and allenation were a group
process. They were both an (ndividual and collective respouse,

An injury to oune was percelved as au Lnjury to alle The first

Sl

termers in COHORT units established a rapid collective stauce
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towards theiyr leaders and their actions. The problems of
leadership in COKORT units are therefore somewhat unique, in that
the COHCRT unit am fiag the consequences of a leader’'s acts
through the profou. 2rocesses of identification that the
soldiers have with each other. The very processes that maximize
cohesiveness, interpersonal, psvchological and social support,
and tlhe profound Lelief that ones' fellows are the singular group
of men with whom one would wish to go 1into combat with, place far

greater demands on leaders and their skills than does ileadership
in counventional units.

The COHORT soldier. in all interviews, has higher
expectations of his leaders than most soldiers in conventilonal
units. He expects to truly be led by example and to be led by
those who “participate” and “bear their fair share of the
burden.” “Not doiong wy job, but doing theirs and teaching me."
He expects fairness and equity for himself and his fellows.
Above all, he expects respect for himself, his needs, and family
needy. Whea these factors are seen as disregsrded or abused by
leadevs, COHORT soldiers respond as a unit whenever any seanse of
inequity 1g involved. Thus, when an unpopular and disliked unit
leader v wmoved a thief and a drug dealer under Chapter
discharges, bis act was applauded by his soldiers who felt no
dgense of solidarity with “"those no gooc dirt bags." When,
however, he refused to let a "good soldier” out of a field
exercise (o0 deal with a family emergency (a8 sick, pregnant wife)
the act became a capstone solidifying the unit's hostility aad
contempt for him. COHORY units are “"leader demanding” and leader
scnsitive to a wmuch greater degree than are conventional units.
The degree to which any CCHORT unit reaches its potential is
gignifirantly leadership depeundent.

Problems of COHORT Units as seen in USAREUR:

Cne critical problem was that of the relatiounship of
"information"” to perceptions and expectations. This was true of
both COHORT and conventional units. Some leaders expressed
unhappinegs with the the constant demands of their soldiers to
"know why." This was expressed particularly strongly in some
COHORT wunits where it was seen as a widespread and somehow
illegitimate, as well as new, kind of demaund. One school of
thought seemed to feel that soldiers asking why certain kinds of
things had be done was prejudicial to good discipline and order,
that it respresented a potential threat tc authority. It was
seen as "something new we have to cope with; this never existed
in the o0ld Army."” (It is interesting to point out that Baron Von
Steuben characterized the American soldler as one who constantly
insisted upon being told why he had to do what he did--its uses,
ends, and utility, before he would respond to orders.) This
perception of "why" queries as prejudicial to the unit status quo
led to problems that were generated by significantly different
interpretations of events. Solaiers often saw necessdary demands
as capticiously des.gned make work since 1its necessity had never
been explained. Personnel changes were likewise viewed as
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assaults upon the first term soldiers rather than acts that may
have had significant causes. In one unit a First Sergeant who
was e&xXtremely popular with the troops was removed for cause after
the development of extreme conflict between him and the unit
commander. The NCO had been viewed by the first termers as their
only “"real friend" and protector in the COHORT unit's chain of
command, The threat of his removal precipitated a masg

protest. Following an abortive attempt to mollify the unit on
the part of its commander, a collapse of morale and the
generation of potent anti-unit and anti-Army sentiment ensued.

No really substantive explanations were made and in time the
event was transformed by the soldiers into a racially motivated
one. (The popular former First Sergeant was black aund, at the
time, the only black NCO in a unit with a gignificant black
conteant.) By the final months of the unit's life cycle it showed
signs of some racial polarization (the only unit in which race
was an issue of any sort) and significant alienation from the
Army and {te values on the part of first term scldiers.,
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Only a few of the problems of COHORT units are specific to
such units. The overwhelming majority of problems affecting such
units, their cohesion, morale and percelved effectiveness are
reflections of general problems involving leadership,
organization, and actions that affect all the units studied.
However, some of these general problems have more intensive or
skewed effects on COHORT units. This appears to be particularly
true of leadership factors. Others are 11sed upon what appears
to be a COHORT-specific factor, that 1is a lack of understanding

Sy A
~ A

R

-&, of the nature and intent of the NMS~COHORT process. COHORT units
%‘ are sometimes percelved as special, different, or elite in ways
'h- that have little to dv with the assumptions that underly unit

u stablilization. The reasons for unit stabilization and the

& outcomes to be anticipated from stabilization itself are at times
& misunderstcod or misperceived. At times, policiesgs or stances

P towards the unit are adopted that tend to counter and undo the

N enhanced horizontal bonding and the intended movement towards

B enhanced vertical bonding that are desired as specifilc outcomes

J of the COHORT process. In other cases policy decisions are made
1 wnich treat the COHORT unit as if it were a conventional unit.

ﬂi Command training policies may not build upon the gtability and

=§ “"accretive” skill acquisition model implicit 1in COHORT.

N

W If there 1s one essential set of problems degrading both

Ny COHORT and regular units 1t is a set of problems that wmay be

ﬂL cojoined under the heading "malfunctional leadership and the

DY mismanagement of human resources.” Leaders whose behavior l2ads
% to their characterization by their subordinates as unthinking,

3 uncaring and unfeeling leaders are seen as alienating their

o soldiers from unit, post, and Army. Leaders who are perceived as
t@ petty tyrants, gross authoritarians, micro-managers or

m thoughtless advancers of self-interest are consistently sesn by
Ant their subordinates as undermining unit integrity, disrupting

Jﬁ vertical bonding and degrading unit readiness and collective

spirit. Leaders are perceived as disregarding both the essential
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needs and individual councerns and aspirations of their soldiers,
and as not recognizing “that the soldier is part of the mission”
when they vrepeat the shibboleth that mission comes first and
"concern” about soldiers second. Those who are perceived as
using that canned phrase to justify arbitrary and capricious
work, leave, pass, and other policies, contribute to this
alientation from the goals of the cohesive, vertically-~bonded
unit., In such units soldiers capacities to endure and maintain a

commitment to competence and willingness for combat are
maintained in spite of their leadership. Soldiers define, in

these units, their competence and performance as a "defense
against the haragsment of their leaders.” They will say, "We max
every ingpection so that they will keep off our backs and leave
us alone.,” 1In contrast, in the vertically bonded units soldiers
will say, "We max everything because we have the highest
standards in this battalion.”

I use the term “"perceived bad leadership” deliberately., It
is not my intention to imply that a significant number of
leadership positions are held by "bad,” "incompetent,” or
“"vicious"” officers and NCOs. Good people may readily be
perceived as bad leaders. The instances of such maladaptive
leadership also help to demonstrate that the robunstuness of the
COHORT bonding and "knowing” effect represents a highly
gsignificant outcome. It serves as an offset to aliematloa and
perceived, unconcerned leadership and punitive command
climates. Leaders who are perceived as not caring about their
soldiers'’ needs, or as militarily incoumpetent, lead units wich
measured decrements in morale and unnecessarily high levels of
stresse. The COHORT process seems to provide the soldier with
more sustenance to endure such stresses and low morale and
maintain confidence and commitment, It does not, however, offset
or reduce such stresses.
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Chapter V

THE MEASUREMENT OF “SOLDIER WILL"

James Griffith, Ph.D.!l
Captain, U.S. Army Medical Service Corps
Research Psychologist

Department of Military Psychiatry
Division of Neuropsychiatry
Walter Reed Army Institute of Research
Washingten, DC 20307-5100

lSpecial thanks are extended to Ms. Liz Hoover, Mr. Richard Oldakowski, Mr.
Rick Chopper, and Dr. James Mactin (all of the Department of Military
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Summary of Results of the “Soldier Will" Survey

Research Objectives

The U.S. Army is attempting to increase combat readiness through a series
of initiatives known as the New Manning System (NMS), which entails profound
changes in the structure, training, and deployment of combat units. These
changes are expected to gsignificantly alter human dimensions that appear to be
centrally involved in the soldier's will to fight and his ability to survive
the psychological stress of combat. A crucial element in evaluating the
soldier's will to fight (collectively known as "soldier will") and its
relationship to unit structure, training, and deployment is the reliable and
valid assessment of those psychological phenomena that compose the soldier's
will to fight. The research objective of this first report of results
obtained from the Soldier Will Survey was to ideutify and develop reliable and
valid measures of "soldier will.,"”

Sample Description

A sample of two COHORT battalions and three nonCOHORT battalions (27
companies, total N = 2830) was studied to develop reliable and valid measures
of “"soldier will.” Results obtained in this sample were also used to build
and to test an analysis wmodel for the NMS “Human Dimensions” Field
Evaluation. The units sampled and studied in this report comprised one-fifth
of the units under investigation in the NMS "Human Dimeusions” Field g
Evaluation. Results, then, are not necessarily generalizable nor intended to
be definitive for all units. Precautions were taken, however, to ensure the
results obtained were valid for the sample under study. Units were wmatched by
unit type (infantry, armor, or artillery), unit status (COHORT or nonCOHORT},
and post location. In addition, dewographic and unit characteristics were
controlled for in comparisons.

'f Summary of Findings

{ "Soldier will"” can be reliably measured. Results demonstrated that
m “soldier will" can be reliabl’ measured in terms of seven psychological
d constructs; these are:

ﬁﬂ 1. Company Combat Confidence

%d 2. Senior Command Confidence

A 3. Small-Unit Cowmand Confidence
a 4. Concerned Leadership

Sﬁ 5. Sense of Pride

N 6. Unit Social Climate
‘ 7. Unit Teamwork

Seven attitudinal scales, corresponding to these constructs, were
developed. The scales showed high internal consistency and were generally

fﬁ unidimensional.

N “Soldier will"” scales have validity. To demonstrate the validity of the
;5 measures, two levels-of-analyses were used. One approach used scores obtained
4 2 from individual soldiers, whereas the other approach used mean ‘:cores of

ﬁi companies.
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If the "soldier will" measures tap a more global conatruct like unit
cohesion and esprit, then soldiers should have scored similarly zmong the
measures. ~Soldier will" measures demonstrated a high degree of
interrelationship which showed they are components of a more general, unitary
concept, such as unit cohesion.

If "soldier wiil" scales measure positive unit characteristics, then they
should bear positive relationships to measures of positive life adjustment,
such as life satisfaction, Army satisfaction, psychological well=-being, and
should have negative relationships to personal distress, medical problems, and
wanting to get out of the Army. Soldiers wio scored high on "soldier will®
reported greater life and Army satisfaction, greater psychological well-being,
less personal distress, fewer medical problems, and expressed more wiilingness
to re-enlist and stay in the Army than those soldiers who scored low on
“soldier will."

The COHORT system of replacement, training, and deployment has strong
historical precedent in terms of its intended effects om scldier morale and
unit cohesion. The expectation is that COHORT scldiers should score higher on
“goldier will” scales than nonCOHORT counterparts if these scales measurad
soldier morale, unit esprit, and cohesion. In fact, COHORT scldiers
consistently scored higher on the "soldier will"” measures. Most differences
were small, but differences were significant and consistent across all

“goldier will“ measures. Differences were most pronounced on the Small-Unit
Command Confidence and Unit Social Climate Scales, especially for first-
termers (E-48 and below).

The COHORT "treatment” is realized at the company~level. Soldiers are
organized by company as they go through basic and advanced individual
o training, and personnel are stabilized at the lowest level within the
C}; company. When companies were arrayed from highest to lowest on each measure
oo of "soldler will,”™ COHORT companies had higher company weans on four of six

3 "soldier will" scales. A similar analysis identified companies that fell in
aq both the upper one-~third and lower one-third of the arrays of rankings oun

Qf “soldier will."” Eight of eight companies that fell in the lower one~third
across the "soldier will" scales were nonCOHORT companies, and three of four
companies in the upper one~third were CCHORT. In yet another analysis,
paratroop COHORT, COHORT, and nonCOHORT companies were compared on “soldier

t
Y
P will” to provide a wmethod of evaluating mean differences in scale scores.
qﬁb Mean "soldier will™ scores increased in magnitude from nonCOHORT to COHORT to
Ak paratroop COHORT companies consistently, though not always significantly.

Demographic correlates of "soldier will."” Also worth mentioning are

\; demographic characteristics that bore significant relatiouships to “soldier
‘§r will.” Whereas race and education were not correlated with the “soldier will”
g,; measures, age, rank, marital status, place of residency, and unit type
o] (infantry, armor, or artillery ) were. When controls for other unit and
{n demographic charterisitics were applied in comparisons, race, rank, type of
g{ unit, and place of residency were significant predictors of "soldier will."”

N Generally, oldet soldiers, and those ssldiers in arumored units and who lived
iﬂg either in on~post housing and in off-post housing fared better on the "soldier
B will" measures than younger, artillery men who lived in the barracks.

Bve Soldlers of higher rank reported higher coupany combat confidence, senior
£
o
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{.AI({W {"-{-‘,4‘\.")«'\."";‘- ’ ‘«’k‘ X‘v-\ \'\-* \1'(4-‘?' PR \.' )." .-< } S ‘.f- P \".f.\ v S a ,.:' »”u"_.&f;x':‘_-_‘\. R B R N R R N TR L

R NS L S GILES VIR W, W LA de

L) vy LT WP S W

- Lo 2
bronaitmnu 1a smaa.e RSN Le = e oo p LS W _



command confidence, greater sense of pride, and unit social climate, but
soldlers of lower rank reported greater small~-unit command confidence.

Future Research Issues

Even if differences were observed between COHORT and nonCOHORT units,
questions remain unanswered: What do these differences in "soldier will" mean
in terms of measurable pevformance? What agpects of the COHORT process (for
example, the common experience of basic and advanced individual training, or

personnel stabilization) contribute most to observed differences in "soldier
will?" The first question asks to translate the "soldier will” measures into

measurable performance. Presently, the Walter Reed Army Institute of Research
(WRAIR) is attempting to integrate both individual and unit training
performance (obtained from The Combined Arms Testing Agency) into its
questionnaire data base to determine ralationships betwaen "soldier will,"
unit status, and training performance.

The second question, "Which aspect of the COHORT process contributes most
to “soldier will?,” requires clear articulation of the COHORT “treatment,” in
addition to specifying which units receive which aspects of the COHORT
“"treatment.” The NMS Field Evaluation has been preoccupied with outcome
measures, trying to develop measures on which COHORT soldiers differ most from
nonCOHORT soliders. These differences are then attributed to one unit being
COHORT and the other nonCOHORT. Such a conclusion has obvious methodological
flaws. But, even if soldier and unit differences between units were held
constant in such comparisons, there are no guarantees that units under study
did receive the COHORT "treatment.” To specify which aspect of the COHORT
process gives what changes in "soldier will," training performance, logistics,
or whatever the outcome measure, different operational definitions of COHORT
must be clearly articulated and measured for each unit under study. To
compare COHORT to nonCOHORT units does not tell Army leaders in the vaguest
way whith aspect of the COHORT process gives the most positive outcomes.
Emphasis is needed on monitoring the processes of COHORT: Do COHORT units
recelve the COHORT "trhatment,” and to what degree? To evaluite the procesgses
that make a unit COHORT requires measurable aspects of the COHURT
"treatment.” A major aspect of COHORT “treatment" was to enhance the quality
of interpersonal relationships (through personnel stablization), enabling
better coping with stress and moderating its deleterious effects on physical
and psychological well-being as well as job performance. Presently, WRAIR is
assessing differences in friendships, interpersonal support, and bonding among
soldiers and their relationship to personal distress, “soldier will," and
psychological and physical well-being for soldiers in COHORT and nonCOHORT
unitse. :
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l. Introduction

The U.S. Army has attempted to increase combat readiness and in turn
combat effectiveness through a series of initiatives known as the New Manning
System (NMS). Through profound changes in the structure, training, and
deployment of combat units, the NMS attempts to significantly alter human
dimensions that appear to be centrally involved in the soldier's will to fight
and his ability to survive the psychological stress of combat.

Traditionally, all soldiers are assigned to units as individuals. The
NMS approach (called COHORT) agsigns, trains, and deploys soldiers as intact
groups during their first three-year enlistment in the Army. The common
experience of basic and advanced individual training, transfer of perscnnel in
groups, and low personnel turbulence within the unit during the initial first-—-
term enlistment afford the opportunity to build strong interpersonal
relationships. Strong interpersonal relationships in tumm provide support for
individuals, especially during stressful life circumstances. The availability

and use of these support groups remediate the potentially negative
psychological and physical effects of stress. The benaficial effects of

social supports have strong logical as well as intuitive appeal and are
empirically grounded.

Empirical accounts aside, the ameliorative effects of social support have
strong intuitive appeal. The notion that individuals undergoing stressful
life events should seek out others for help and advice in order to better cope
with such circumstances and lessen personal distress 1s pervasive, and Jjndeed,
may be a cultural norm (Jung, 1984).

Although the mechanisms of social support have not been yet empirically
teased out, there are two general interpretations as to how social supports
operate. First, the buffering effect of social supports is conceived as an
interactive process whereby social supports are more beneficial for persons
who experience higher stress levels than those who experience lower stress
levels, The second interpretation is that sociul supports make a direct
contribution to one's positive mental well-being, irrespective of the amount

of stressors that the individual experiences. Results obtained from surveys
of the general population show a significant, albeit weak, inverse
relatioaship between social supports and psychologlcal distress
symptomatology, while evidence for the buffering effect is mixed (for a
review, see Griffith, 1985; Leavy, 1983).

These relationships are also believed to have both individual and group
effects pertinent to the soldier's will to f. ht, especially during high-

intensity and sustained operations. Greater group identity, cohesiveness,

esprit, and high levels of mutual caring, sharing, and providing of emotional
and instrumental support should occur. As a result, the individual should

experience higher worale, general well-being, satisfaction, and comuitment.
NMS initiatives alsoc allow [or wore advanced levels of individual and group
training, that provide not only better behavioral performance, but create a
psychosocial climate of exuberance. Troops have greater confideunce in
themselves, their leaders, and their weaponry.

Central to our "human dimensions”™ evaluation 1s the combat soldier's
psychological readiness to fight and his psychological sustainment in combat
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(collectively known as “soldier will") and their relationships to unit
structure, training, and deployment. A crucial element in evaluating these
relationships is defining the psychological phenomena that compose the
soldier's will to fight. Based on previous research findings (Griffith,
1984), six highly interrelated factors were found to best represent
psychological readiness; these are: '

1. COHESION: - A sense of -belonging to the unit and trust in other
soldiers in the unit.

2. GENERAL CONFIDENCE: Confidence in weaponry, individual skills, and
abilities, and the perception of supportive relationships among fellow
soldiers.

3. COMMAND CONFIDENCE: Confidence in tactical leaders and immediate
supervisory cadre.

4. CONCERNED LEADERSHIP: Perception that leaders are concerned about
the personal welfare and general well-being of their soldiers.

5. SENSE OF PRIDE: Pride in and perceived importance of self and the
unit and its missiorn. '

6. SUPPORTIVE RELATIONSHIPS: Quality of relationships with other unit
wembers, to include the perception of socially supportive relationships among
fellow soldiers and their families.

General Research Objectives of the

"Human Dimensions” Field Evaluation

Comparison of COHORT and nonCOHORT units on “soldier will" requires
reliable and valid weasures of the psychological constructs that coumprise
“soldier will.” The first objective of the "human dimensiouns"” evaluation is
to establish reliable and valid measures of "soldier will."

Qur gsecond research objective is to compare COHORT and nonCOHORT units on
the measures of “soldier will.”

The third objective of the evaluation goes beyond rather simple
comparisons between COHORT and nonCOHORT units. We are especially concerned
with how unit organization, training, and deployment (COHORT or nonCOHORT)
affect “soldier will" and both individual and group training performance.
That is, to what extent do CCHORT and nonCOHORT soldiers differ in training

and combat performance, and to what degree are those differences attributable
to the effect of the NMS on "soldier will?” To address these questions, a

model was developed to lncrease conceptual clarity about the constructs of
interest and their interrelationships; and to provide a mcdel for analyses.

Insert Figure 1 about here

Specific Research Objectives of this Paper

N PR
T

This document addresses the first two general research objectives
outlined above. Subsequent reports will update results of newly integrated
data cobtained from other units, in addition to presenting results pertinent to
the third general research goal., The research objectives of this first
technical paper are:
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To develop reliable measures of "“soldier will;"™
To demonstrate the validity of “soldier will;"

3. To refine operational definitions of the concept "COHORT;" and

4, To discuss issues for future NMS research bearing on relationships of
both COHORT unit status and "soldier will” to bonding among soldiers and
between soldiers and their leaders, to personl distress, to physical and
psychological well-being, and to both individual and group training
performance.
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2. Method
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Sampling of Units Participatin
In the EHS Fleld Evaluation

Selection of units for the NMS “Human Dimensions” Field Evaluation was
accomplished by matching COHORT and nonCOHORT units on three criteria: type of

combat arms unit (namely, infantry, armor, or field artillery), post location,
and site of OCONUS rotation. Units participating in the NMS "Huwman
Dimensicns” Evaluation are summarized in Table 1.

“Insert Table | about here

The sampling frame consisted of nineteen battalions of which ten were
infantry, four armor, and five fleld artillery. In addition, 44 “independent”
COHORT companies and their matched nonCOHORT companies were included in the
sanpling frame. These companies were eleven mid~ to end=-of-life cyle
"independent” COHORT companies (three infantry, four armor, and four field
artillery) along with their five matched nonCOHORT companies (two infantry and
three field artillery). Fourteen “"beginning-of-life cycle” COHORT companies
and their fourteen matched nounCOHORT comparison companies were also included
in the gsampling frame. In both the COHORT and nonCOHORT categories, there
were eight infantry, five armor, and one field artillery. The 137 companies
under study represented 20% of the Army's total unit strength.

Problems in coordinating survey dates with unit commanders, and the
digsemination and reproduction of questionnaires caused an approximate two-
wonth delay in the schedule for questionnaire administration. As a result,
analyses reported in this report were nct based on data obtained from the
entire sampling frame (i.e., 137 companies). (Results obtained from the
entire sampling frame will be reported in the second quarter of FY86.)
Instead, data obtained from 27 companies (one-fifth of the sampling frame)

were used for analyses in this techmical paper. This sampling of units was
judged to be adequate in size. - In addition, COHORT and nonCOHORT units were
comparable in number of companies, type of combat arms unit, and post
location. The units in the present sample were five battalions, two COHORT
battalioas (one infantry and one field artillery), three nonCOHORT (one
infantry, one armor, and one fleld artillery). Units were matched by type of
R unit, COHORT/nonCOHORT status, and post location. Table 2 summarizes

&-‘ companies and the number of soldiers by unit status (COHORT/nonCOHORT) within
o type of combat arms unit.
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“Insert Table 2 about here

Sampling Questionnaire Respoundents
within Participating Units

All soldiers in the five battalions under study formed the pool of
potential respondents. Questionnaire administrators (BDM contractors) were
asked to achieve at least an 80X response rate of persounel assigned to each
company.

The overall response rate was 77.3%. The overall response rates between
COHORT and nonCOHORT units differed statistically (respectively, 78.7% and
75.3%, z = 2.13, < .05, two-tailed). A breakdown of response rates between
COHORT ard nonCOHORT units by rank (first-termers, NCOs and officers) showed
that both first—termers and NC0s were overrepresented in the respondents from
COHORT units.

Insert Table 3 about here

E:".'*.' “Soldier Will" Survey Iunstrument

5 The "Soldier Will"” Questionunaire (Appendix I) was a compilation of
P behavioral and psychological measures. Some of these were newly constructed,
d and others had been employed in previous research and have demonstrated
reliability, validity, and research utility. the questionnaire instrument was
divided into ten sections; each is briefly described below.

Ty
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Instructions. This section of the questiomnnaire ianformed the respondent
of the general anature and purpose of the study, and how to complete the
questionnaire instrument.

General information. The general information section was comprised of 41
items. Most items asked the respondent personal information such as his(her)
unit assignment, gender, age, education, race, rank, native language, number
of years on active duty, marital status, and living arrangements (e.g., on-
poat housing, off-post housing, household configuration). Personal
information on the service member's spouse was also asked, such as his(her)
age, education, and employment. Other items asked the respondent about how
much time was spent at work, on field exercises, with family, taking care of
personal matters, and relaxing and recreating. Still other questions related
to perceptions of personnel turbulence within one's unit, desire to get out of
the Army, willingness to reenlist, and reasouns for reenlisting and for not
reenlisting.

ey
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Unit cohesion and morale. The 19-item Unit Cohesion and Morale Scale was
developed by the Israeli Defense Forces (IDF) (Gal, 1983). The scale
purportedly measures the soldier's percepticn of his(her) unit's cohesiveness
and morale. Respondents rated items on a 5-point Likert-type scale, ranging
from | (“very high") to 5 ("very low"). So that hig er item ratings
consistently represented more positive unit characteristics (e.g., greater
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unit morale), ratings given to the first 18 items were reversed scored.
Responses to Item 19 did not need reverse scoring.

Two separate studies, one employing a sample of U.S. Army Cavalry
soldiers stateside (N = 309) and another using a sanple of U.S. Army Cavalry
soldiers stationed abroad (N = 243), yielded Cronbach alphas of .86 and .87
respectively (R. Gal, personal communication, October, 1984). Scale scores
for IDF units have also been shown to be strongly related to known correlates

of a highly cohesive unit (e.g., high performance, low combst casualties) as
reported by Gal (1983).

Modified Fleld Forces Questionnaire. Twenty-five items were included in
this section. Items asked soldiers to rate statements about pride in and
importance of oneself, the unit, and the Army in general; unit “togetherness”
or cohesion; unit morale; and unit leadership. The majority of these items
wvere taken from the "Fleld Forces Questionnaire” developed by Army researchers
during World War II to investigate attitudes of soldiers prior to and after
the Normandy invasion (Stouffer, DeVinney, Star, & Williams, 1949). In its
original form, items were scored employing the Guttman scalogram. Items were
reworded slightly to increase their countemporary relevance and to make S5—-point
Likert scale response categories. Responses ranged from "strongly disagree”
(scored as 1) to "strongly agree” (scored as 5). Higher ratings represented
more positive relations among soldiers, e.ge., pride in oneself or greater
sense of unit cohesivaness.

Mental well-being. The 18-item General Well-being (GWB) Scale was
developed by Dupuy (1978) and was a measure of “the net impact of many forces
that affect an individual's subjective emotional or feeling states” (Dupuy,
1978, p. 2). Questions asked respoudents about such things as belng bothered
by nervousness, losing control of thoughts, feelings, and behaviors, feelings
of hopelessness, downheartedness, and loss of energy and vitality. Response
categories were precoded. Fourteen of the eighteen items were on a 6=point
Likert=-type scale, and the remaining four were on an ll-point Likert-type
scale. Item responses were summed to form summative scale scoures; higher
scores indicated greater mental well-being.

The GWB Scale has been used extensively on samples drawn from military
populations. Presently there are data from well over 6300 respondents from
both OCONUS and CONUS military populations in the Department of Military
Pgychiatry's data base. The GWB Scale has demoustrated reliability and
validity in those samples. In a sample of 500 soldiers stationed stateside
(Jo Martin, personal communication, October, 1984), the Cronbach alpha for
this scale was .90. In a sample of 321 spouses of Army service members, the
Cronbach alpha was .93 (Martin & Carney, 1984). In that same study, scale
scores were sgignificantly and negatively correlated with a standardized
measure of depression, the CES-D (r = -.79).

In the present sample, the GWB Scale showed high Internal cousistency.
The Cronbach's alpha coefficient was .90 (N = 2557), and {item-total
correlations ranged from .71 to .32, with 15 of 18 items having correlations’
.50 or higher. Factor analysis of the scale showed the presence of three
factors. Factor 1 accounted for &42.0% of the total variance in item
ratings. Nine of the eighteen scale items loaded on this factor. Factor 1
measured distress symptoms of stress (e.g., feelings of nervousness,
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tenseness, hopelessness, downheartedness, emotional instability, and loss of
control of thoughts and feelings). Factor 2 accounted for 8.5% of the total
variance in item ratings, and was labeled “Well-being.” The eight items that
loaded on this factor related to general feeling, life satisfaction, and level
of enthusiasm and cheerfulness. The third factor accounted for 6.4% of the
total variance in item ratings. The remaining two scale items that loaded on
this factor pertained to psychosomatic complaints of distress. A scree test
(Cattell, 1966 in Gorsuch, 1974) showed that treatment of emergent factors as
subscales was not warranted.

Interpersonal support. This section was comprised of 10 items and tapped
the soldier's interpersonal or social suppeort. Degree of support offered by
family and friends was measured, in addition to the respondent's assessment of
reciprocal helping and the overall effectiveness of and satisfaction with the
help. Responses were arranged on a 5-point Likert-type continuum. Items have
high face and content validity, and are very similar to other standardized
measures of social support {e.g., Sarason et al., 1983; Williams, Ware, &
Donald, 1981).

Company perceptions. Thirty-five items comprised the Company Perceptions
Scale. Items asked soldiers about their perceptions of the quality of
relationgships among soldiers; competency of officers, NCOs, and soldiers; and
preparedness for combat. Items were rated on a 5-point Likert-type scale,
ranging from "strongly disagree" (1) to "strongly agree” (5). Responses were
keyed so that higher item ratings reprvesented more positive unit
characteristics, for example, soldier perception of competent and concerned
leadership, preparedness of leaders, follow soldiers, and self for combat.

This scale has been used in several previous Departmental invegtigations
and was gshown to have high internal consistency; alpha coefficients ranged
from .91 ro .93 (Marlowe, personal communication, November, 1984). Regarding
the scale's validity, scale scores have been found to be. significantly and
positively correlated with measures of positive command climate and leader

assessments in USAREUR units (Marlowe, personal communication, November,
19843,

Squad/platoon perceptions. This 30~item scale asked soldiers questicns
relating to small unit interpersonal relations, perceived competency of
leaders, and combat readiness. Responses were arranged on a 5-point Likert-
type scale. Response categories and scoring were identical to the Company
Perceptions Scale. However, only soldiers at the squad-level (E-4s and below)

completed this section. This scale had been employed in previous studies of

A w1 K3

small unit dynamics and has demonstrated reliability aud validity (see HManning

& Ingraham, 1984).

Family 1life. Thirty-eight items wmade up this section. Respondents were
presented with several general "life areas” (e.g., marriage, family life,
health, and neighborhtiood) and “life areas” specific to the military (e.g.,
sponsorship program, company's leave and pass policies, and the unit's concern
for families). Respondents rated their degree of satisfaction with each life
area on a S-point Likert-type scale. Responses ranged from “strongly
disagree” (1) to “strongly agree” (5). Four subscales were created based on
reliability and factor analyses of data obtained from the present sample.
These analyses are briefly summarized below.




Based on previous investigations (Martin, 1984), items ware sagregated
according to content similarity. This yielded four scales: Life Satisfaction
(F1-F12), Army Satisfaction (F13-F26), Spouse Support (IF28~F32), aund
Psychological Sense of Community (F34-F28). (Nuwmbers in parentheses indicata
the numbered items in the "Family Life" section of the quastionnaira
comprising each scale.) Scales were then subject to reliability and factor
analyges. The Life Satisfaction Scale had high internal consistency.
Cronbach's alpha coefficient equalled .86 (N = 1179), aud item~total
correlations vanged from .69 to .43. A factor analysls of this scale showed
three factors. Each factor was specific to different issuss, namely,
community concerns, persunal and family concarnyg, and aconouir concerna. The

three factors respectively accounted fcr 40.2%, 12.8%, and 10.32 of the total
variance in item ratings.

The Army Satisfaction Scale also showec high internal consistancy
(Cronbach's alpha = .90, N = 1156). Item—total corralatious rangad from 71
to .44, Two factors emerged from this set of items. VYactor | accounted tor
44.6% of the total item variance and assessed satisfaction with unit policlas
that directly affect the soldier and his famlly. Factor 2 purtained to
satisfaction with pay, Army life, job security, retiremeant, ruspect shown

toward spouses and family. This second factor, raflecting gunaral Acmy lifa
isgues, accounted for 9.3% of the total variance.
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Compared to previous scales, the Spouse Support Scale .showed less
Internal congistency. The Crombach's alpha was .70 (N = 1024). Ttem-total
correlations ranged from .54 to .42. Two factors emeryed frow a fuactor
analysis of this scale. Factor l, accounting for 45.8% of the total variance,
was a measure support afforded by Army institutions, whereds Factor 2 assaessed
support provided by triends and neighbors. The secoud factor accuunted tor
25.3% of the total variance in ratings given to ftems.

The final family assessment scale was the Psychological Sense of
Community Scale. This scale showed less internal cousistency than the
others. The Cronbach alpha coefficient was .70 (N = 1034), and itew—total
correlations ranged from .61 to .17. Three of the four items had item=-total

correlatious above .40. A factor analysis of this scale showed ona amerygunt
factor accounting for 48.1% of total item variance.

For each subscale, item ratings were summed to form summative subscale
scores. Higher scores represented greater life satisfaction, greater Army

satisfaction, more spouse support, and greater psychological sense of
community, respectively.
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Volunteer Agreement and Privacy Act statements. This section was
comprised of two pages. The first page was the "Volunteer Agreement” aund was
read to respondents. This statement fulfilled requirements of sclentific and
federal regulations pertaining to “informed consent" of research

participants. The statement explained the general nature, scope and purpose
of the study, and the soldier's rights as a research participant. The second

Page was entitled, "Privacy Act,"” and respoudents were read thi.s statement,

agked to sign the statement, detach it from the questiounaire; and returun it
to the survey administrator.

F e " 2™,

X A X Y K T A FEE =T

by

e

R L T L T T T R R R
H’.{.‘l{{'\‘ﬂ‘}n\:'(‘u Rl 3.'0}‘ ICERYR r’.}»‘.'\J.\r'.}t‘\ b ary }.'-’J:‘f'- SRR EAT

e L e TR T e AL ey oL P
e N O SR G




Both statements were physically separated from the questionnaire at the
time of questionnaire adminisrration and then kept separate from the completed
questionnalre instrument to ensure respondent anonymity. The Privacy Act
contained the respondent's social security number and questionnaire number,
and these data provided a mean. for researchers to track changes in “soldier
will® across time, and also, to match data keyed by social security number in
other data sets (e.g., training performance data—see below). Both the
Voluniceer Agreement and Privacy Act statements were kept under lock and key ino
the Department of Militar—~ Psychiatry. Only WRAIR researchers had zccess to
thegse form ‘

Questionnaire administration. Represeutatives of the BDM Corp wionm,
conirac. field data collectors for The Combined Arms Testing Agenc; [CATA),
idminictered the soldier questionnaires to soldiers of units vnder study in
secor  ace with a pre—estabiished schedule of questionnaire administration.
Ques..ocunalires were to be administered five times at six-month intervals
during the three-year life cycle of a CLOHORT unit. Concurrantly (at the same
time intervais), questionnaires were to be administered to each COHORT unit's
w~ ¢ched nonCOHORT comparison unit. Questionnaire administrations corresponded
t . ccitical phares in the life cycle of a COHORT unit, vamely, six months
atte. unlt forusilon, prior to OCONUS deploywment, shortly after OCONUS
deplovment, miu- life during OCONUS depiovaent, and right prior to unit
dlaas - qblishment. Detailed aritten Iinstructions were provided to coatractors
L* sssvre standard questionuuire aduinistration (see Appendix II).

cain.rr Pzoforman.e “aui

Data on ir"iv.. .1 training perfrrmance (e.g., standard military
occupation special.- iest sco-es, phyiical fitness scores, marksmanship
scores, and the like, and group (compuny-level and battal'on-level) trairing {
performance were ochtained from TCATA. The procedure for reporting these data
to WRAIR were: . - independent companies, the data werr collected on all
suldlers and ‘> {mmediately after the company completed the “soldier will”
questionnair. 4nd for battalions, data were reported after the last cowmpany
in the battalilon "had t2k n tle questiormnzire.

Analysa< PLan_ . Accomplish ¢ j2ciives

The firs. phase of analy:.s was aimed at clarifying the comstructs o
interzst (see Figure 1 “Solider 3il."). Analyses consisced of a series of

factor onu reliability analyses .o determ'ne whether rhose constructs were
demonstrated In the data, and als2, to decide which items in the questionnailre

coull be deleted (i.e., adled little va ‘ance to emergent factors and were
uncorr.lated witl, fact¢e’ analytlcally derived scales).

The factor extraction method euployed for all factor analyses was the
prinz (pal components, w' 1 c¢quare: multiple correlat” in the diagonals.
Lompcrenis were rot-~ted vurthogunally by way of the w x rotation method.
To di ein the number of factors present in each anaiy.. ., two methods uvere
empioyeu: (1) “he interpretability of items loading on factors; and (2) the
gere tosu (Cac w11, )66, in Gorsuch, 1974, ppe. ')2-156). Factor analyses
were ag: . periormed, ipecifying Lhe number of factors to be extracted.
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To determine which items comprised the factors, a relative criterion for
a factor loading was used. Factor loedings for each item were examined across
the extracted factors, and the highest loading for the item determined the
factor on which the item was to be included. In cases where loadings of an
individual item were very similar across emergent factors, the item was placed
on more than one factor. The reliability analysis used was the SPSSx
statistical package (SSP3x User's Guide, 1983, pp. 717-732). The package
reported item wmeans, standard deviations, inter-correlations, item~total
correlations, and Cronbach's alpha coefficilent.

Throughout the questionnaire, items were specific to unit assignment and
rank (a2.g., all company personnel, all compsny persoanel with a rank of E=~4
and below, etc.}. Consequently, sowme scales were applicable for only certain
subsets of respondents. For example, one set of questions was relevant oanly

to E-4s and below assigned to companies; hence, uny scales that included these
items applied only 2o E-4s and below assigned to companies. For each factor-

analytically~derived scale, the applicatle respondent pool is described below.

The second phase of analyses validated the "soldier will"™ mceasures by
demonstriting interrelationships among the "soldier will™ measures and their

relationghip to life and Army satisfaction, peychclogical well-being, perscnal
distress, medical problems, and wauting to stay in the Army.

In the third phase of analyses, simple comparisons between COHORT anc
nonCOKORT units were made on factor—anmalytlically=-derived scales. Coaparis.us
were made at two levels: the individual- and company-level. While
measurements were taken from the individual soldier and comparisons made
between COHORT and nonCOHORT soldiers, the COHORT “treatment” is ’ nplementad
at the company~level. Soldiers go through basic and advanced ind.ridual
training a8 intact units, namely in companies, and too, the lowest level at
which personnel are stablized is within the company. Therefore, to assess
"soldier will” as a company-level phenomenon seemed appropriate.

The fourth phase of analyses ivnv-lved sharpening the operational
definition of the concept of “COHOR md to demwnstrate its relationghip to
the measures of "soldier will.”

3. Regults

Demographic Description of the Sample

Table ¢ sumuarizes the demographic differences between TOHORT aud
.

~~nCOHORT units in the sample

Insert Table 4 about here

-a

CORORT and nouCOHORY moidlery did not differ in race, éducation, and
years of service. ¢ HORT . id nonCOHORT soldiers exhibited significant
differences in mayri<al stacus, type of residence, rank, and age. Younger men
comprised the COHORY units. Given this, :he remaining differences had logical
cohierency. Younger aoldiers are more likely to Le uamarried, living In the
barracks, and of lower rank.
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"Soldier Will™ Measures: Scale Construction

There were three geparate steps of analyses involved in constructing
measures of “soldier will.,”

In the first step, a draft questiounalre was adminigtered to a nonrandom
sample of snldiers in COHORT battalions within the same division (N = 226)
(Griffith, 13984), Item content of this draft imstrument and that of the
present "Soldier Will”™ Questionnaire was very similar., A series ot factor
analyses of both “itraditional scales™ (scales that had been used imtact in the
Department of Military Psychiatry for some years) and of pooled items of
similar content from these "traditional scales” showed nine interpretable
factors: (1) soldier confidence in thelr leaders (knowing their jobs and
leading well in combat), in themselves and their peers (knowing thelr Jjobs and
performing well in coxmbat), and in their weazponry; (2) soldier confidence in
senior commanders® decisions; (3) soldier confidence in squad, platoon, and
company leaders; (&) soldier perceptions of leaders' concern about their
welfare and gencral well-being; (5) soldier pride in and perceived importance
of self, the unit, and the mission; (6) amount of trust among soldiers; (7)
soldisr percaption of group cohesion—the sense of belonging to the unit; (8B)
feelings among soldiers in the unit; and (9) perceived availability of
emotiowdl and iustrumental support among soldiers in the uait. Several
tachnical cautiu.s are worth noting. First, the SPSS option to include the
average value on the variable for wissing data was ssed. Second, in factor
analyses 1in which thare were over 40 scale itews, the minimum l-to~-10
variable—to-case rule vas walved.

A panel of four Ph.D.s, who had extensive experience in military
puychology, grouped emargent factors that were conceptually similar. This
resulted in six constructs; these wera:

l. COHESION: A Jange of belonging to tha unit and trust in other
soldiers in the unit.

2. GENERAL CONFIDENCE: Confidence in weaponry, individual skills, and
abilities, and the perception of sapportive relationships among fellow
soldieru.

3. COMMAND CONFIDENCE: Conft{dence in tactical leadars and i{muediace
supavrvisory cad-e.

4. CONCER.ED LEADERSHIP: Perception that leaders are conceraced about
the personal welfare and general well-being of their soldiecs.

5. SENSE OF PRIDE: Pride in and percuived importance of self and the
urilt and its miss'on.

6. SUPPORTIVE RELATIONSHIPS: Quality of relatiouships with other unit
wembare, to {nclude the puervception of soclally supportive relationshids dwony
fellow soldiers and ctheir familiaes.

A ¢lmilar procedure war uged in the second step of scale coustructiou.
Data obtained from the present sample ou the “traditioual wcales"” (namely,
Unit Coheuion dand Morale Scale, Modified Yleld Forces Scale, Cowpany
Perceptious Scale, and the Squad/Platovn Scale) wers factor analyzed. Fivet,
@uch scale waw factor—analyzed sepurately, and secound, {tews of siwmilar
content from these "traditional scales” were pooled and factov-unalyzed.
Interpretability of vmergent fuactors was better tor factor dudlyses of the
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individual “traditional scales” than for that of pooled items of similar
content from the “traditional scales.”

Table 5 summarizes factor analyses of the four “"traditional scales" of
goldier will,

Ingsert Table 5 about here

Both conceptually and in terms of item content, factors cn some scales
were very similar to those obtained on others. To reduce redundancy and to
develop a manageable number of scales messuring "soldier will,” items that
loaded on similar factors were combined to form one scale. The seven “human
dimensions” judged by a panel of experts to be the psychological components of
combat readiness (described above) were used as a guide for establishing the
coutent of the new scales. When ltem coutent clearly overlapped, redundant
items were aliminatad. Ttems that did not load on any of the factors of the
traditlional scales, yet were judged tc be similar in content and to tap unique
agpacts of coustructs measured by the newly developed scales, were added.

This yielded seven measures of "soldier will:" (1) coupany coubat confidencs;
(2) genior commund coufidence; (3) small-unit ccmmand confidence; (4)
concerned ledadership; (5) sanse of pride; (6) unit social climate; and (7)
unit teamwork.

These new scales then underwent factor aud reliability anslyses in order
to establish their unidimeusionality and internal reliability. The cresuli of
these analyses are reported in Tables 6-20. Tables report the wsan ratings,
standard deviatioons, and item=~total correlation (the corralation between
ratings given to an ltum and the sum of ratings given to the remaining
items). Tables also report results of factor analyses of euch scale.

Company combat confidence. Mot mean ratings fell at the mid=poinc of
the S5~point Likert scale (corresponding to the dascriptor, “can't say”). The
exceptious were Items P19, PLl8, P21, Ul4, Ul7, and US. (The luetter precuding
the item nuwber indicates from which traditional scale the item come: U =
Uait Cohesion and Moraly Scale; F = Modified lFlald Forces Scale; P = Compuny
Perceptions Scale; and S w Squad/Platoon Scale.) The coutunt of wost of these
lteus velated tc one's contfidence in weapoury and in oneswlf during cowmbat.
All but two items, velating to confideuce in onesslf during combat, corvslatad
highly with a score obtained trom Lhe sum of rumainiog ftews. Thae appropriate

reppondent pool tor this scale was all parsonnel assigned to a cowpany
(nawely, 0-3, U=2, 0=1, and E-8 aud bslow).

Tnsert Table 6 about here

A factor analywis or the Cowpany Coumbal Contideuce Scale showed thres
subscales, vie tapplug general cowbat couniidence (accountiog tor 41% of the
total variance (n fiow ratings), anothelr measuwcing contidence ta wedpoury (9%
nf the total vertance dceounted tor), aud a tlaal one awwessing coutidence (n
vudsalt (7% ot che total vartance in itew rvatlugs).
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Insert Table 7 about here

Although differences in the proportion of variance extracted by each
factor and the scree test did not warrant consideration of each suhscale
separately, these results are consisteunt with previous results that showed:
confidence in leaders (knowing their jobs and leading wr™l in combat) and

confidaance in weaponry represented differeit aspects of .ombat confidence than
did confidence in oneself.

Senior command confidence. The relatively high wmean item ratiangs in
Table 8 showed that scldiers generally had confidence in those decisions made
by sanior commanders. The high intermal consistency of cthis scale is
demongtrated by liigh itwea~-total correlations.

Ingsexrt Table 8 about here

A factor analysis of thiys scala showed the scale to be uaidimensional
(Table 9). High itew—total correlations and high factor loadings on the one
susrgent factor (sccounting for B2% of total variance in item ratings) suggust
that soldiers tended wimply to check the same rasponsa for zll senlor
laaders. This scale was z2pplicable to all soldiers.

Insert Tabla 9 about here

Swall-unit cowmand contfidunce. Tabia (0 reports the weaus, ztandard
daviations, and {tem-total correlations for the Soall~-Unit Coumsnd Confidence
Scale. The asppropriate respondent pool for this scele was squad~ and crew-
level persomiul with the vank of E=4 and below.

Tneert Table 10 ubout herae

Itews thal vecalved uautrel oean cvatings (821, 522, S2%, and S24) tapped
conuotativa sepects ot swall-unit luaders (Do they cousider soldler fuelinge
and wautu?), whereas remaining fteme that receivad wore posiiive weau vatings
rulated to perceived ablilitiw ot luuders ("knowinyg their stutt”) aud soldiev
confideuce {i theuse leadurs' secislions. However, & factoc anslysis ot thae
scale shuwed Lhal suldilers . ave ratiuge accuvding to whow thuy were askwd Lo
vite: squad or platuun leadeid (accountiung tor almost one-half ot total fiew
rating variance); ofticers (accounting tor J1X of total - ew variauce); aud
ouesult aud squad/crew wwbuavs (accuuntiung tov anderly ovus=tenth or tutal LhLew
variance) (sev Tahle 11).

Tisert Table 11 abhul huie




Coucerned leadership. All but two mean ratings on this scale fel) 1 -r

tie mid-point of the 5-point Likert scale. Items 512 and S13 received
conséiderably lower ratings than the other scale itews; those two Jtems related
to haw nmuch time officers spent with soldiers outside normal duty hours.
Responses from squad— and crew~level personnel were uged to derive these scuale
scores.

Insert Table 12 about here

Factor analysis of tha “concernad leadership” items showed that soldiers
viewed concernad laadership as two separate alements: (1) coucern about
soldier feelings, thoughts and welfare (accounting for a little over one-half
of the .otal variance in ratings); and (2) amount of personal contact with
company leaders outsida normal duties (accounting for 11X of the total
vailance in item ratings; sae Table 13).

"Insert Table 13 about hare

Sansd of pride. Table 14 showw wean ratings, standard deviatiouws, and
itan~total rorrelatiouns of Sense of Pride Scala items. All paorscunel wara
praventad with thuse itwms on the quastionnaire. A fuctor smualysis of scala

itens showad this scale to bu unidimensional. Factur | accounted for nearly
half of the total variance in itew racingn.

Insert Tablus 14 and LS abuut hers

Unit woclal clioute. Table lo veports wesus, standard deviatious, aud
itaw-total currelatious fur iiems ou the Unlt Social Cliwate Scale. Tha
appropriata pool of ruspondduls was persvanel assigued Lo coupanius with the
rank of E-4 aud balow.e UNothiug is two striking about the meuwn rvati gs and
standard duviatious of thewe {tews. L[tew=totsl correlaviovw ware Lairly
highe What is wore Lfutwvdwting was the tactor structure ot Lhis scule (wew
Table 17), which shuwed shywad soldiers purceived the unit's “suvcial clicate”
aloug Lhree dimwusious. The tirst tsctov (s labeled “Trust and Cariug” and
accounts tor JoX ol the total variance {u itew vatlionge. Thed second factur,
“Tustxvwontdl Support,” aswsessed the soldiswr purcuption or the availability or
fustvuvdutal support {u Lthe unit. The "Friaudshilp” tactor weeesed the tiue
suldiury wpuut with other suldfere tu thelyr uuit aud had trieadshipes within
thwic uult,

Tuwert Tablus Lo and 17 abuul hwre

Uuit temuwork, Tublus 18 sud 19 rewpactively vepove fescaitptive
e G STy, S— i - -
atatiovice (wean tLew ratingu, stwidaid deviations, and fitew Lot al
arvelactons) wad factor~anslytic vesulis t v Lhe Tewwwork Scale.  Persounel
suslguud Lo cvupaules aad with the 1ank ot E-4 aud below cowplated (hits




scale. Most mear item ratings once again fell at the mid-point of the S-point
Likert scale. High item-total correlations showed that items tapped the same

construct. This is further demonstrated by a factor analysis of scale
responges. One factor was extracted accounting for nearly 60% of the total
variaance in item ratings.

Insert Tables 18 and 19 al,out here

All "scldiar will"™ scales ware treated as unlidimengional; that is,

ratings to scale items were summad to obtailn suwwamative scale scoras for aeach
soldier. The logic here is twofold. First, unonarly all scree tests showed

that scales were unidimengional. Second, concoptually each scale ssemad to be
tappiaug ona construct, and therefore, it made iense to treat it as
unidimenslonal. On tha other hand, in sowe inutancus (a.g., thae Company
Cowbat Confidence and Unit Soclal Climate Scalus and to a lesaser extant,
Somll-Unit Coumand Coufidence Scale), emergeut factors specifiad more detalled
facety of the coustruct, and perhaps, should be used a2s subscalas. Howaver,
to davelop and Lo use these subsculey 1s parhaps prematuve until further
analyses cun be perforued ou a larger sawple of NMS units. Subsequunt reportuy
will exawinu the usefulness of wubscalas.

When wummstive scalu scorws were creuted, wmissing valuws weare toleratad
Co weuximlze the largest N possibla for analywes. Ono "soldler will” uweagurus,
Lite Satisfaction, Army Satisfaction, and Peychoiogical Sense ot Coumwunity,
one wiweing flew ratiung was accepted, snd on the Geueral Well-Baiag Scale, two
were Lolevated. lor tewpoudents who had missiug ltem vstiogs, cvatiage given
to ull other tcews were vumuwed; this wuo waw theu weighted by the reciprocal
of the nuwber of valid itew vatdugs to tle wuwber ot scale itew (e.g., on the
GWl, thie reciprucal wau l8/16 1f the vespondunt Jdid vot vete two Ltwws).

Validity of the "Soldier Wili1" Muawuruu

Two methods werd used to estaublish the valldity ot the "woldiur will”
wessuras. The ticwt approsch (conatruct validity) fntevcorrelated the
"woldler will” wuasuvdw. The loglc here was: 1t the "soldler will” scalus
tapped ¢ brouwder, oore undtacy coustruct called unlt evpett ovr group cohesion,
thei . he scalus should Le highly futeirelated, The secoud approach
(covcurtvent validity) whowed relatiouships of “soldier w!'ll" wcoluw to
wdusures of pusliive lilae adjuswtwant, wuch as yruater lile wsaliwlactiow,
gradcur Acwy datiswfaction, ygreater peychulogical wall-being, lews pavsunal
disturueu, fuwer wedical problews, wad wore williugness Lo stay {o the Avwy.
Thue logle ot Lhis analysis: 11 s ldter will” wcaluw gusessud positive unte
characturiniice, thuau soldivie who vepurt postiive unit chdvacitaristice (uws
wonvuied by "woldier will” scales) should alsu veport gieateyr powitive litwe
adjustuwut, lews pevsouul Jdlettveaw, fewer wedical prohloms, gl wove
willingnuwsw Lo venunliulr,

Construct Val tittyt Inturvelactonebhips swong Constiuct s

Sumt 7 Sy Syp - - Yo

Table 20 Jdiwplays 1nmtervcorielatlone auuayg the soldilesr will measurawe,
yoneial well-haing, 1ifu sattsraction, Artwy satslfuction, swl spouse suppot.
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Insert Table 20 about here

Results showed that “"soldier will" scales tapped a broader, more unitary
psychological construct, like group cohasion or esprit. Over one-half (12 of
21) of the intercorrelations among the "soldier will" scales had correlations
of .60 or higher (highlighted in Table 20 by a triangle). Six other
correlations ware nearly .50 or highar. The remaining three correlations

rangad from .37 to .40, and these were betwaen the Senior Commund Confidence
Scale and Concerned Leadership, between Senior Coumsnd Confidence and Unit

Social Climute, end between Senlor Command Coufidence and Unit Teamwork.

Concurrant Validity

Ri latioaship of "soldier will" to life satiufaction, Avmy satisyaction,
genural well-bDalny, spouss support, and sense of comwunltye 1o Lurther
establlish tle validity of "soldier will" measures, scales measuring life and
Army satisfaction, general well-beloy, spousae support, and psychological sense
of community were correlated with "yoldier will.” The loglc of his analysis
i3: Soldiers who veport greater wsprit aud group cohesion (in terus of the
“soldier will” measures: greatwy company cowbat contfidence, swnlfor and small-
unit couusud coufidence, couceruwd lesdership, vensae of pride, unit soclal
cliwate, and uuit teamwork) should concurrently repoct greater sacistuction
with life and with the Aruy, grester gunersl well=-buing, xredter spouse
support, dwl greatur peycholoyleml sense of cowmunliy. Results supported
tiwse expactations (suw recrangle in Table 20).

Lite aad Arwy watisiaction, genural well-being, spouse suppuct, and sense
ot wumavuity weve signlficantiy sund powitively correlaced with ¢ach of Lhe
"woldiur will" wsasuvue. (It should bhe noted that ouly wmarried soldiers
cowpletud the Lite and Army Satistactlou Scalus, and ovaly warvied suldiers
living with theix spouses couplutwl Lhe Spousu Support wud Seuss of Commuulty
Scalus.) Arny watistaction borve the highest culatiouahlp to Lthe “soldier
will® weasucrws; tour ul Lhe Nevan cuvtelatlious were .57 ov highev. The
Gennral Well=betug Scule bore Llie next highewt velatlonsiifp with the "soldier
will” scalus. Mouaswuves losst curvelatud with "woldiey wiil” were Lite
Satiwtaction, Spuukd Suppoit, and Seuse ot Coumunity.

VulnL1unuhiL|n ;nulde3 ui}}" Jy.yvrunua[~1hﬂ:rn§ nﬂﬁﬂﬁlﬂ.giﬂh‘iw“
wnd Ui lg I i Avuys Tha bul T T wiTaet™ ol ualt wwpclil” and " cohesion

Ju persviial discrwas han o ostrosy histocical purdcedwuis  Kewadtceh
luvastigating soctal support s Lhely “butleriuy elbwct” ol ougaiive
cuusdyuaiiiee Ol sLirwes wl persoual wall-buing (sea laavy, 7H3) siLrouyly
wuyguuls Lhot soldlers who rwport wove cohiusivensss smuig tuve aunfl manmbevs sie
leww Likuly Lu wxpuriviiee the deletsrious ellscts ol stiess aud Lo ceparit
luwer levals of purwonal discress sl wedical problews. Given Lhis, fuverss
relatiousiitps s uapdcted betwaua measures ol “soldler will™ and poedosonal
JisLrasn,
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Muwatt Table 21 about twtw
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What is striking is that all distress measures were negatively correlated
with “soldier will” meagures. The number of hours in a day and weekends in a
month workad bore the highest relationships tov small=-unit command confidence,
concerned leadership, and unit social climate (highlighted by circles). Of
the time-spent-at-work variables, field time had lowest, and at times, no
relaticnghips with "soldier will" (highlighted by long rectangle). Of all the
distress measures, not having enough time to attend to personal, family, and
recreational needs was wost strongly correlated with the "soldier will”
measures (highlighted by long rectangle in center of Table 21},

Seeing the doctor, taking medications for nerves, and worry interferxring
with work were all inversely related to “"soldier will," especially to the
soldier's sense of pride. Not being able to work because of worry was most
strongly correlated with company coubat confidence.

Wanting to stay in nae's unit after first—term enlistment and wantlang to
reenlist ware positively correlatad with the “soldier will” measures
(highlighted by a rectangle toward the bottom of Table 21). Wanting to get
out of the Army was wignificantly and naegatively related to all "soldier will”
usasures.

Diffarances in “Soldier Will" between
COHORT and nonCOHORT Soldiaercs

Naxt, to ascertalin whether COHORT soldiere could be discriminated frow
nenCOHORT soldiurs 1o terws of unit woraly and cohesion, cowmpurisons were mada
bectwedn COHORT and nonCOHORT soldiers on tha "soldier will" usasurus.
Comparisous wers firet wade at Lhe individupl soldier level (i.s., sunming
scalu scores for wach soldier, aud cowputing du overall uean for COHORT

soldiers sud another for nouCOMORY soldiurs). "Soldier will” muasures were
also txeuted as a uinilt leval of meadurewenlt.. Meuans werd calculated for each

cowpany ad cowpured. Kesults which cruat "woldler will" weassures al Lhe
individual sovldier luvel «re discuwsed first.

Individual~Luvel Cowparizouws

Stuple corvelaLions werd calculated betwewn "soldier will” scales aud
unit status, either COHURT or uouCOUORT. Unit status waw dichiotowously coded
sy Lhat & value of | {udicated & COWOKRT soldlier aad a valuw of O, 4 uwonCOUHORY
suldiur. 7Tablu 22 cdpovis tutevcorvelations among woldler will wmeaswucew, uuit
slulue, aud ochur Jdwguyraphiic chavactecvistice,

Cluwert Yable 22 wbout huvw

Ot pmiticulay futuwvest 1a the highulighited dvea on Table 22 (Lhe
vevlanglu),  COHOKT wuldleve vapuirted sigalttcautly highar Cowpany Combal
Couf tdence, Santor aml Swdll Unit Comwend Conflduuce, Concuvuad Luadeiship,

Petdu, Uudt Soctal Cliwate, winl Yuit Teawwork thas did aonCOHORT soldlevs.
Lifecl slzas ol Lhewe diffucwiives, howevei, weiw small, vauging tvom (L1200
(20)2.
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Other cor-elations of interest are highlighted by circles in Table 22.
Age was significantly and positively correlated with sense of pride. Soldiers
of higher rank reported both lower small-unit command confidence and unit
social climate than did soldiers of lower rank. An opposite trend was
observed for the Company Combat Confidence and Sense of Pride Scales: Higher-
ranking soldiers had a greater combat confidence in their companies and
greater sense of pride thaun did soldiers of lower rank. Married soldiers
compared to singles had a higher sense of pride. Soldiers living in off-post
houeing were significantly more proud but reported less unit social climate
than those living in the barracks. Those soldiers living in on-post housing
reported more pride than those living in the barracks. Soldiers in armored
units expressed more company combat confidence than did those in artillery
units,.

Race and education were not related to the seven "soldier will"
meagures. Of the deuographic characteristics, age and rank bore the highest
relationship to "soldier will,” and these two demographic characteristics in
thomselves go haund-in~hand (i.e., cthe greater the age, the higher the rank).
What 13 apparent from these results is that of the demographic variables, age
and rank, are the wost important to control for when comparing COHORT soldiers
to nonCOHORT soldiers on "soldier will.”

Mean comparison of soldier will measures between COHORT and nouCOHORT
soldiars. lable 23 raports weans and standatd deviaticns of soldier will

scalas, well-being, life and Army satisfaction, and gpouse support for COHORT

and nonCOHORT soldiurs.

Invart Table 23 about here

Ovarall, wesn comparisons ware counsistent with previous siluple
correlations batwaen unlt status aod the “soldier will" weusures. COHORT
woldiers ruportud statistically sigaiticant higher Couwpany Combat Counfidencs,
Seulor and Swall-Uunit Command Confidence, Concernud Luaduership, Sense of
Vride, Uuit Socilal Cliwmate, and Teaswork than did nonCOHORT soldiers. Mean
dittersiuces were gunerally swall, rauging from 1.3 to 3.4 scale polnis., The
jrastest differences Letwaen COHORT aud uonCORUKT soldiers was oan the Swall-
Uit Coumaund Couvidenced aund Unit Social Climate Scalss, while the smallest was
on the Unit Teawwork Scale.

Uulike vwsulie ot siwple corrulat{onw, Guneral Well-Being, Litua
satistaction, and Spouse Suppurt wdre uurelatud to COHORT status. COHORT
soldiurs did veport grwatwyr Avwy satistaction Lhan wonCUHORT soldlevs;
howuver, the Jditteience was very wswall.

The weuw wean compavisous on "soldidr will” and welacted sculus wevd uwde
belwawa COUHURT aud nonCOHORT soldiwre ot the vausk ot E-4 awd Lelow.  The logte
of these comparisons (s  The COHORT sitrstegy s (ntendud Lo have Lhe grestest
et tect ot Lhe tlisi-turwuet level (E-1 thvough E-4); Lhese ary Lhe pernounel
who gu through bawtic aud advanced tadfvidusl tretoafug togather.  Medan
ditterunves v thg GCowpdny Cowbat Confldueucs, Seame ol Potde, md ot
Tawwwur k Scaluw between COUORT and sonCOHORT woldlers werw wlightly mivate
whuu cowpat tscun were liwfted to suldfers ot the rank ¥ 4 amd halow. Adso,
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COHORT scldiers now reported a greater sense of well-being than did nonCOHORT
soldiers. Mean differences on other scales were essentially the same as
previously noted in Table 23,

Insert Table 24 about here

Mean comparisons between COHORT and nonCOHORT soldiers (described above)
were done for the two remaining rank categories, namely, for &ficers and NCOs
(E-5s and above). Previcusly observed differences became less and in some
cases, reversed directicn, the higher the rank category.

A geries of multiple regression amnalyses were conducted in which "soldier
will™ measures served as the criterion variables and soldier and unit
characteristics served as predictors. The purpose of these analyses was to¢
ascertain the relationship of unit status——either COHORT or nonCOHORT-—to the

"soldier will"” measures, while controlling for demographic and unit
characteristics. In each analysis, demographic and unit characteristics wera

hiera.chically entered in the regression equation in order of their historical

occurrence ({i.e., age, race, rank, education, marital status, type of combat
arms unit, and type of residence). Unit status, either COHORT or nonCOHORT,

was then entered toc ascertain its contribution in variance to "socldier will”
measures above and beyond personal and unit characteristiecs. Raca, wmarital
status, type of combat arms unit, type of residence, and unit status were
"dunmy coded” (Cohen & Cohen, 1975, pp. 173-176). In instances where dummy
coded varlables had more *han two categories, one category served as the
refarence group and was not entered into the anultiple regression aquation.

Table 25 reports the results of these six separate multiple regressioun
analyses.

“Insert Table 25 about here

Although the amount of variance contributed by predictors to each of the

"soldier will” wmessures (cumulative R2g in th% tgble) de gignificanL, the
magnitude was velatively swall (rauging trom to 11.5% However. the

Kreatest proportion of variance accounted for in three of the six “soldier
will” wedsures was whether the unit is COHORY (respectively for the Company
Combat Confidence, Senior Command Contidence, and Concerned Leadership Scales,
«035/.075 (1°(1,2452) = 92,84, p < ,01), .019/.036 (F(1,2449) = 48.35, p <
01), aund .026/ 038 (¥(l,lod4) » 41,90, p < .01). For the other three

“moldier will” scnlun. COHORT status was the second highust contributor to the
variance {n "woldier will” ueasurds atter rank or ugd.

Coumidur aleo the wtandardized beta weiphts (L) in Table 25, A
srandecvdized buts welght rupradents the smount of change in terws of staundard
Juvistions expected to cccur in the criterion (in our case, a “"woldier will®”
wuusure) glven & unll ncrease (n thae predictor of f{uterast (In our case,
COBOMT). Yur pradicturs vepreswnilig groups or categories (e.g., vult status
{a atthur COHORT ov noaCOHOWT), the bevu waelghit shows how Che mean tor oue
group (eog., COMOKT) ou tiee "woldler will™ weawure cowparus Lo ivhat of another
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group (this group is referred to as the reference group and has a value of O
in the mulitple regression equatiocn; in our case, the reference group is
nonCOHORT) while holding all other variables constant. All differences
described below take into account variations in other variables represented in
the multiple regression equation.

Company combat confidence. Higher ranks reported greater company command
confidence than did lower ranks. Soldiers in armored units as opposed to
infantry scldiers, and COHORT soldiers as opposed tce nonCOHORT soldiers also
reported greater company combat confidence. On the other hand, artillery men
reported lower company combat confidence than did infantry men.

Senior command confidence. Nonwhites and soldiers of higher ranks had
higher levels of senior comand confidence than did whites and lower—-ranking
goldiers. Again, COHORT soldiers had greater senior command confidence than
did nonCOHORT soldliers, and artillery men had less than infantry wen.
Soldiers living in on-post and in off-post housing reported greater senior
command confidence than those scldiers living in the barracks.

Small-unit command confidence. Lower~ranking soldiers had more small=-
unit command confidence than did soldiers of higher rank. COHORT soldiers

displayed more small~unit command confidence than did soldiers in noanCOHORT
units.

Concerned leadership. Soldiers in armored units reported greater
concernad leadership than did those in the infantry. Once again, COHORT

soldiers reported greater concerned leadership than those soldiers in
nonCOHORT units.

Sense of pride. Older and higher~-ranking scldiers had more pride than
did younger and lower-ranking scldiers. Consistent with earlier results,
while soldiers in armored units reported greater pride than did those in the
infantry, artillery men displayed less than infantry men., COHORT soldiers
again reported greater sense of pride than did nonCOHORT soldiers. Soldiers
living in on=-post and in off-pust housing had greater pride than those llving
in the barracks.

Unit socilal climate. Soldiers of lower rank reported higher unit social
climate than did those of higher rank. Infantry men had higher unit social
climate than did artillery men. OUnce again, COHORT status was significantly
and positively related with positive unit social climate. Soldiers living in

of f-poat housing had lower unit social climate than did those living in the
barvackse

Multiple T-tests of Item Ratings

betwaan COHORT and nonCOHORT Soldiers

Although we have demonstrated that COHURT soldiers differed from
uwonCOHORT soldiers on “soldier will” in this very limited sample (in terms of
the number of units sampled in the NMS “Humuan Dimengions” Fleld Evaluationm),
the interprutability of these differences is not yet clear. To gain a better
undaerstanding as to how COHORT soldiars differaed frow nonCOHORT soldlers on
thuse soldier will weasures, a saries of t-tests of mean ltem ratings betwean
COHORT and nonCOHORT soldiers were conducted for each scale. Statistically




significant differences between these ratings should not be emphasized.
Conducting multiple t-tests among dependent measures virtually ensures that
some mean ratings will be significantly different purely by chance factors.
Instead, this analysis should serve as a_general guide for interpreting mean
differences in scale scores between COHORT and nonCOHORT soldiers.

Company combat confidence. Table 26 reports mean ratings, standard
deviations, and t-tests between COHORT and nonCOHCRT soldiers for items on the
Company Combat Confidence Scale. Examining t-ratios (far right in the table)
shows the greatest differences on scale items related tc unit training and the

perception that both officers and NCOs would lead well in combat. Ttems that
discriminated less between COHORT and nonCOHORT soldiers referred to

confidence in and use of their weaponry.

TInsert Table 26 about here

Senior command confidence. Table 27 shows that COHORT soldiers had
greater coufidence in each of the senior commanders than did nonCOHORT

soldiers. Observed differences become less as the senior commander was
further up the chain-of-command.

Tasert Table 2/ about here

Small—unit command counfidence. The greatest differences in small=unit
command confidence mean item ratings between COHORT and nonCOHORT soldiers
pertained to soldier confidence in their platoon leader, company commander,
and NCCs, especially while in combat. COHORT and nonCOHORT soldiers did not
express a difference in confidence in oneself while in combat (see Table 28).

Insert Table 28 about here

Concerned leadership. Table 29 displays mean differences in item ratings
on the Concerned Leadership Scale for COHORT and nonCOHORT soldiers. The
greatest differences were observed between the two groups of soldiers on items
related to officer and NCO concern about socldier welfare, and about what
soldiers think and feel.

0

Insert table 2

Sense of pride. COHORT soldiers differed the most from aonCOHORT
soldiers on items related to pride in the Army, company pride, believing the
Army gives the opportunity to "be all you can be,” and the cowpany's role in
winning future conflicts. The least discriminating item pertained to the
soldiers' perceptions of how well Awerican equipment compared to that of the
Russians (see Table 30).
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Insert Table 30 about here

Unit social climate, Table 31 reports mean ratings on the Unit Social
Climate Scale for COHORT and nonCOHORT soldiers. The greatest differences
between COHORT and nonCOHORT soldlers related to how close, “tight,” and
togethar soldiers and officers felt, and too, the amount of time spent with
unit members, and whether unit members were friends. COHORT and nonCOHORT
gsoldiers did not differ in their need to.watch their beloungings.

Ingsert Table 31 about here

Unit teamwork. T-ratios associated with differences in Unit Teamwork

Scale ratings were comparable, with COHORT soldiers consistently reporting
greater 'nit teamwork than nonCOHORT soldiers (see Table 32).

Insert Table 32 about here

Company-Level Comparisons

o In these next analyses, comparisons between COHORT and nonCOHORT were

¥ made at the company level. COHORT units go through basic and advanced

;QQH individual training, and travel to their duty station as intact company-sized
AN units. At its lowest level, personnel stablization occurs within the

bﬁ* company. Therefore, COHORT may have its strongest effect at the company
" level. To test this hypothesis, mean "soldier will" scale scores were
ij%g calculated for each of the twenty-seven companies in the sample. TFor each
) separate "“soldier will"” scale, company means were then arrayed from highest to
Zk lowest.

o
B

| Insert Tables 33-38 about here

s 1f unit status is related to “"soldier will,” then companies should array
| thenselves according to unit status (either COHORT or nonCOHORT), with COHORT
units toward the upper end of the array. A Wilcoxon ranks sum test was
conducted for each array of company "soldier will" means. The greatest
differences in coupany means between COHORT and nonCOHORT were cbserved on the
Senior Command Confidence Scale (z = 3.1, p < .01), Small~Unit Command
Conridence Scale (z = 2.71, p < .01}, Concerned Leadership Scale (z = 2.47, p
¢ .01), and Unit Social Climate (z = 2.47, p < .0l). COHORT companies
congistently had higher scores on each of these measures. No differences in
company means wera found on the Company Combat Confidence and Sense of Pride

fgc Scales.

, A3

,;E% Another analygis was done to ascertain 1f coupanies low and high In
Y] "goldier will" could be reliably ideatified across the "soldier will"
(¢H weasures.s Maauw zcores on Coupany Combat Countidence, Senior Comnand
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Confidence, Small-Unit Command Confidence, Concerned leadership, Sense of
Pride, and Unit Social Climate Scales were derived for each of the 27
companies under study. For each scale, company means were arrayed from
highest to lowest, and each company was ranked correspouding to its mean
“goldier will"” scale score. A rank of |l represented the highest compauy mean,
and a rank of 27, the lowest. Cowpanies that fell both in the lower one-thiri
rankings (rank of 18 through 27) and upper one-=third renkings (ramk of 1
through 9) across all six "soldier will” measures were identified.

Eight companies fell in the lower one-third rankings across all “soldier
will"” measures, and only four companies fell in the upper one~-third acrnss al.
the "soldier will" measures. Of eight companies that fell in the lower one-
third rankings, all were nonCOHORT units. The probability of obtaining thils
result due to sampling or measurement error is very small (binomial rest, z =
2,00, p €< .05). (The bincmial test requires events be independent. Altnhough
the "soldier will" scales are separate measures, it has been argued, and to
some exteiit demonstrated that they are conceptually and empirically related.
Therefore, soue caution should be used when interpreting this statistical
test.) Of the four companies that fell in the highest omne=third rankings
across the six measures, three were COHORT companies (binomial test, z = .88,
p < +32). In summary, the measures reliably identified units with high and
low "soldier will"™ across the six scales, corresponding to the unit's status,
either COHORT or nonCOHCKT.

Interpreting Differences in "Soldier WL1l"
between COHORT and nonCOHORT Soldiers

Although it has been demonstrated that COUORT soldiers differ from
nonCOHORT soldiers on a series of scales called "soldier will,” questions
remain unanswered, "What do these observed differences mean?” “What does a
three-polnt scale difference mean?” To answer these question, a referent is
needed. In other words, should these questions be answered in terws of
training performance, combat performance, or the like? Essentially, these
questions speak to the appropriate validational criteria of the "soldier will”
measures. Referring back to Figure l, there is a hypothesized relatioanship
between soldier will and training performance. Changes in the former ace
believed to cause changes in the latter. Before a test of tlie cause-effect
relationship between soldier w#will and performance <an ve done, ithere is
needed: (1) reliable and valid measures of training pecformance; (2) a
demonstrable relat.onship betweeu "“soldier will" and performaace: and (2) data
¢collected on soldier will and perZormance across time. Thesa requirenents sre
sequential, Without reliable and valid performanca dsta, correlational
analyses between these data and "soldier will” data cannot be drue-

Presently, WRAIR is attempting to integrate both iniividual and group
performance data with questionnaire data, and conduct correlational
analyses. When both these data are collecfted on soldierc tnrough time, the
directionality of the cause-effect relationehip bevwaum “soldler will" and
performance can be assessed.
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In the meantime, one method of analysis was dome to ascertain the meaning

A of mean differences on the "soldier will” measures. Units that differed
ﬁtj substantially in training and performance (e.g., COHOR[ paratroopers vs.

e nonCOHORT infantry men) were compared on the “soldier will"” measures. Five
}? ! paratroop COPORT comparies from another data base were added to the present
3
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sample for this analysis. These five companies and the 27 companies in the
current sample were placed in three categories based on their training.
specialization, and perceived “eliteness.” “. : categories were: Paratroop
COHORT (most highly trained, specialized, ane elite™); COHORT (next most
highly trained, specialized, and “"elite"); and nonCOHORT (least trained,
specialized, and "elite"). Means on each “soldier will"” measure were
calculated for each company within each category. To detect diffsrences
between company means across the three categories, a one-way analysis of
variance (ANOVA) was performed. The level of analysis was the company. The
three categories of companies significantly differad on four of the six
"soldier will" measures; thewe were Senior Command Confidence (F(2,29) =
9.36, p < .001l), Small-Unit Command Confidence (F(2,29) = 7.76, p < .C1),
Concerned leadership (¥(2,29) = 3.56, p < .05), and Unit Social Climate
(F(2,29) = 7.18, p < .0l). Companies did not differ in their combat company
confidence "and sense of pride.

To discein where differences lie between categorles, in addition to
underrtanding of substantive mean differences between categories in terms of
training, specialization, and “eliteness,” pal:wise comparisons between
companies were examined. Table 39 displays means and stardard deviations for
each status category. Mean differences and significance leve's for pairwise
comparisons between statug categories are alsc reported.

Insert Table 39 about here

Company combat confidence. A 3-point mean difference in company combat
confidence was noted between paratroop COHORT companies and COHORT companies
(p. < .0'). A 2-point mean difference was observed between COHORT cumpanies
and nonCOHGRT companies, although this difference was nonsignificant. The
greatest difference in means was between paratroop COHORT and nonCOHORT (M
difference = 4.89, P < .01).

Senior command coufidence. Although paratroop ana COHORT companies did
no. differ in senior command confidence, means became progressivaly larger
fiom nonCOHORT to Parztroop COHORT ccmpanies. The mean dilfference between
COHCORT and nonCOHORT companies (M difference = 1.12, p < .05) was about the

same as that between paratroop COHORT and nonCOHORT (M difference = 1.49, p<
«05).

Small—unit coumand confidence. Paratroop and COHORT companie< were very
similar in small-unit command cunfidence, wherzas both differed significantly
when paired with wonCrHORT companies. Paratroop COHORT companies differed
from nonCOHORT by a 4-point mean scale difference (p < .0l). COHORT companies
differed from nonCOHORT companies by a 3-point mean scale difference (p <
+01).

Concerned leadership. The only significant pairwise comparison was that
between COHORT comparies and nonCOHORT coumpanies. The difference i-. mean
scale score between these two categories was 2 points (p. < +05).
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Sense of pride. Although pairwise comparisons were nonsignificant, means
for the status categories were in the predicted direction. Means increased
Erom nonCOHORT to COHORT to paratroop companies.

Unit social climate. Of all the "soldier will" scales, the highest mean
scale differences were observed on the Unit Soclal Climate Scale. While
paratroop and COHORT companies reported very similar unit social climate, they
differed substantially from nonCOHORT companies. The mean difference between
COHORT companies and nonCOHORT was 3.5 points (p < «01). The mean difference
between paratroop COHORT and nonCOHORT was 5.5 points (p < .0l).

To summarize, previcusly, it was showm that COHORT units differed from
nonCOHORT on "soldier will" measures, but a problem that remained was: What
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j% do these differences actually represent? A method for evaluating mean

Iﬁ“ differences in scale scores was used by showing how units with known training,
; gpecialization, and perceived "eliteness” differed from COHORT and nonCOHORT
|72 companies on "soldier will."” Although wean differences were small, they

A reliably discriminated among units of different training, specialization, and
%ﬁ{” "eliteness.” Mean scale scores progressively increased from nonCOHORT to

E%%- COHORT to paratroop COHORT comnsistently, though not always significantly. In
fn~3 addition, COHORT and paratroop companies were more similar in “"soldier will"
- than were nonCOHORT and COHORT, and nonCOHORT and paratroop units.

&GL These comparisons did not control for differences in unit and demographic
YR characteritics; therefore, differences in ‘soldier will” could be attributed
;&H’ to systematic variations in unit and demographic characteristics. However,
?Q' that demographic differences between the 27 COHORT and nounCOHORT companies

X

under study were not great suggests this was not a major problem.

Refinement of tha Concent “COHORT"
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Central to the NMS Field Evaluation is how the coucept COHORT is
operationally defined. Therefore, it seemed important to explore various
conceptual and, in turn, operational definitioms .of COHORT. Two alternative
approaches in defining COHORT were taken in the present analysis.

e

f‘?zagir:u

e ey e,

Y

e o
SR

Soldiers were asked questions relating to the number of soldiers in their
present company who accompanied them through basic and advanced individual
training. Response ranged from "nona” (l) to "everyone"” (5). The inter=-
correlation hetween the two ratings was high (.94). (The lead-in question to
these two items was confusing and resulted in a substantial number of missing
cases. This problem was remedied after data coilectors brought it to the
attention of WRAIR researchers.) Ratings given to the two items were
summed. A mean was then calculated for each company, and companies were
arrayed from highest to lowest mean score. Table 40 reports each of the
twenty—-seven company means, the mean of the company means and the standard
error of measurement (see Table 40).

T

Insert Table 40 about here

One definition of COHORT is the soldier's common experience of basic and
advanced individual training. GCiven this, COHORT companies would be expected
to array themselves toward the top end of the company array. Indeed, this is

RPN S R . £y O S R WY PR VA WA S « s




=~

g

A [k gt g

A o)

e AT

1 S

observed in Table 40. A Wilcoxon ranks sum test runs test showed that the
company's nominal label was significantly related soldier perception of the

number of soldiers in their present company who had accompanied through basic
aud advanced individual training (z = 3.55, p < .0l).

Soldiers were also asked to estimate how many soldiers, NCOs, and
officers jolned their present company in the past six months. Responses
ranged from "none” (l) to “"everyone"” (5). Table &l reports inter-item

correlations amoung the three items and Cronbach's alpha for a summative scale
score comprised of the three items.

"Tnsert 1Table 41 about here

Inter-item correlations and the Cronbach's alpha were somewhat low,
showing that this summative scale was not internally consistent. Again,
ratings given to the three items were summed, and a mean score was calculated
for each company in the sample. Couwpany means were then arrayed from highest
to lowest. Higher mean ratings indicated greater company turnover.

One method to achieve a COHORT unit is stablization of personnel and
ensuring low personnel turnover. Given this, most nonCOHORT units in the
sample would be expected to fall toward the upper end of the array in Table 41
and COHORY units toward the lower end. Yet, the Wilcoxon ranks sum test
showed that mean company turnover rates were independent of the nominal label;

that is, company mean turnover estimates were randomly arrayed in relation to
their nominal labels (z = .74, ns).

How should these results be interpreted, especially in view of previously
summarized results (in Table 40)7 On the one hand, the unit 1. .el was
assoclated with the ¢ wmon experience of basic and advanced individual
training, wich COHORT units reporting greater common experience than
nonCOHORT. This result suggests that the nominal label itself is sufficient
for analyses that compare COHORT units to nonCOHORT. However, the fact that
nominal labels. were unrelated to soldier perception of company turnover casts
doubt that a company's nominal label itself accurately captures tha COHORT
process. Even the correlation between the rank—ordering on the two measures
was very low (r = .19).

Contradictory results wmay be explainable in terms of the subjective
nature of these operational definitious of COHORT, the low intermal
reliability of soldier perception of company turnover, and the large number of

missing cases on both measures. Too, soldiers could have given inconsistent

item ratings across the two measures. To test this, responses to both the
basic and advanced individual training items were cross—tabbed with responses

given to each of three turnover questions. At the individual-level,
consistency was observed between ratings given to the two separate item

gsetsg: Soldiers who rated most soldiers 1in their present company as having
accompanied them through basic and advanced individual training also reported
lower turnover among soldiers, NCOs, and officers in their present company.
It would appear then that the incoansistency between the two measures is a
compositional artifact, going from the iadividual—- to the company-level.
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Another explanation pertains to the referencc scldéirrz used when giving
responses regarding unit personnel turnover. Soldiers away h:ave included
themselves among the new soldiers. Therefore, almust evervyune in their
company was perceived as a "new soldier.” The difference Iin suldier
perception of personnel turnover between COHORT and nonZOHURXT soldiers would
not expected, as both COHORT and nonCOHORT units in the present sample were
relatively new to the Army (six months or less).

What is clesr from these analyses is that the method for deterwmining
which unit is COHORT i3 somewhat 1ill-defined, and needs both conceptual and
operational clarity. When consideration is given to how to make units COHORT,
this issue 1s even more sericus. Which processes are sufficlent to create a
COHORT unit and, in turn, create the positive intended effects of COHORT?

This question is more closely examined in the Discusslon section btelow.

Soldier Comments

Although no space was provided for soldiers to write comments, some wrote
in the margins and in blank areas throughout the questiocnnaire. Because some
degree of effort was needed to write in comments on the questioannaire, remarks
deserve further attention and discussion. However, it should be pointed out
that a relatively low number of soldiery actually wrote-—in comments (53 (32
COHORT soldiers and 21 nonCOHORT soldiers)/2830 or 1.9% of the sample), and
therefore, appropriate weight should be given to these comments.

Overall, comments were quite negative, pointing out family, individual
adjustment problems, and unit problems, and attributing these problems to post
location, to COHORT, and to a specific persom, like the Company Commander.

The comments are organized within twe content areas: family problems and unit
morale problems.

Family problems. When COHORT soldiers talked of family problems, some
viewed problems resulting from COHORT. "The rules are interfering with my
personal things and wife. The Army 1is messed up. It's a place to get
burned. This system is old. It's not working with this generation. There's
no need to go on. My whole company hates this place. We are mistreated big
time.” "I am separated from my wife and kids."” "I was proud (to bte in the
Army) 'til I got in COHORT." "More time is needed to care for the needs of
our families.”

Other comments showed soldiers did not necessarily attribute these family
problems solely to COHORT but rather to post location or to unit
chavacteristics (e.g., leaders not caring about soldiers' families): "We
stayed in the field so much that it was hard to get our familles settled. The
NCOs place more emphasis on uwaking themselves look good than helping young
soldiers with their families.” “I would just get the hell out of Ft. o
“Unit doesn't matter; it's the unit's location.” The confusion as to what
actually caused these family problems is further demonstrated by a soldier who
was once COHORT and is now a nor.COHORT soldier. “I was (in a COHORT unit
before) and now I enjoying not being COHORT. I don't care for the system of
COHORT that's why I'm getting out. COHORT brainwashed me.” However, later he
explained problems he had experienced were a result of post characteristics,
not necessarily COHORT: “Ft. is not mission-oriented; they care more
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about looks than the true nature and serviceability of the equipment ....
Nowhere have I seen a post as had as this.” The fact too that nonCOHORT

soldiers expressed very similar family problems suggest that these problems
were not unique to COHORT units. For example, one nonCUHORT soldier

renarked: “"The Army will ruin a marriage, especially when you go to the field

for a week at a time when you could go & couple of days at a time. We ccme in
at 0530 and rarely get off at 1730. You go home, eat and get ready for the

next day. If you stay up with your family, you (are) exhausted the next

day. What gets me is that they wonder why there's so many divorces in the
Atrny.” Another nonCOHORT soldier sazid: "By the time we get off, we are too

tired from working hard to do aunything (relaxation and entertainment). The
Army really doesn't cave about my family.”

Unit morale problems. Some COHORT soldiers felt that coopevation and

feeling part of team were lacking in their units as exemplified by the
following comments: "“... When the soldiers are threatened with Article 15s

and Chapters 10s and 138 ... and threatened with details,"” then NCOs and
officers get cooperation from soldiers. “If you're an individual in the Army,
you are an outcast, a misfit.... (The Army) tries to break your individual
spirit, your pride iIn yourself. This is against all I stand for. The Arwy is

a bad place to be if you cre an individual like me. I want out. This place
is a mental strain .e.. Since I have come into the Army, I have been drinking

too much and doing drugs that I never thought of doing while I was in the real

world. The Army has screwed up velationships between a lot of men and theilr
loved ones. This place 1s sv screwed up that people wonder why troops (don't)
go AWOL. The Army might be 2 gocd place for somzone who has nowhere else to
turn in life (and) on his last leg."” Clearly this comment shows that this
unit hag failed to create a sense of "we~ness" whereby the soldier can feel he
is part of a team, yet be valued and respected as a unique individual. As oue
soldier commented, this appears to be an important ingredient for being
combat-ready: "I personally feel that before this company 1is ready for
combat, it needs to develop more trust and respect between NCOs and

privates. The NCOs seem to forget that they were once privates, and even
privates have feelings.”

Other soldiers expressed related feelings, for example, a general lack of
purpose, need for challenges to excel, and feelings of frustration. Low-
ranking soldiers “... receive dumb orders .. that have no purpose.” "The
Army has no challenges for me.” "When the going gets tough for you, the Army
won't help. They'll just add wmore problems.” "I just plan (to get) out. (I)
hate the Army, and I really hate this COHORT stuff.” "I would definitely get
out of COHORT."

Although soldiers attribute these problems to perhaps the most salient

aspect of their Army life (COHORT), nonCOHORT soldiers too expressed very
similar soncerns. Lack of teamwork and cooperation in nonCOHORT units is

demcustrated by the following comments: "If we could fight without officers

being there,” then we would be combat-ready. "You can't talk to officers in
this unit.” Other comments related the soldiers' feeling of purposelessness

and not being allowed "to be all he can be.” For example, one nonCOHORT

soldier remarked: "(There is) a complete failure of the US Army to
distinguish the lmportant from the unimportant in terms of training."”
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BDM Contractors' Observations

Data collectors were asked to describe conditions under which
questioncaires were administered and reactions of soldiers to the survey.
These cumments arve summarized below.

The survey was given to coumpanies comprising one battalion during early
wmorning hours in the same week. While some companies' moods were described as
being from “fair™ to "wvery good,” c¢thers were described as being "reserved”
and “"very regimented.” Soldiers also expressed concern that their respounses
and identiicies would be later matched and reported.

Five of gix companies couprising another battalion took the survey on the
same day. Some companies begau the survey around 0715 hours and others in
early afterncoua hours. The sixth company of the battalion completed the
survey about two weeks later. Data collectors remarked that unit morale
ranged from “good” to "outstanding.” One company, though, was described as
“operating without a (l:2adership) structure, especially among the NCO ranks."

Companiey of 4 third battalion completed qu. ~tionnaires within the same
week. Surveys were administered from morning to mid-aftermoon hours. Treops
were described as being very “"receptive.” Most companies expected that
results would have a gsignificant impact on their unit, though one company was
described as more skeptical., Umne company was described as having a negative
toward the survey. Data collectors attributed this attitude to the openly

expressed negativity of the Company Commander and Platoon Leaders toward the
SUTVEY o

The remaining two battalinng were given the survey on the same day, one
during moraning hours, and another during afternoon hours. The general

attitude of both battalions was described as “positive.” Battalions were not

inconvenienced, as battalion commanders chose the time at which the survey was
administered. Some soldiers expressed coancern that their responses would be

matched with their identities. Battalion commanders were apprehensive that
their battalions would be compared with other battalions.

Data collectors estimated the average time to coi lete the survey raanged

from 25 to 30 minutes, with 47 minutes being the greatest amount of time
taken. Data collectors remarked that many soldlers had poor reading skills,
and this added cousiderable time to complete the questionnaire.

4., Discussion

Summarx

It has been demonstrated that “soldier will" can be reliably measured.
“Soldier will” scales had high internal consistency and displayed both
empirical and conceptual coherency as demonstrated by factor analytic
results. Stated in simpler terms, soldier attitudes were reliably measured,
and based on item content, these sets of attitudes were named as measuring
specific aspects of "soldier will;"” these are: Company Combat Confidence,
Senior Command Confidence, Small-Unit Command Confidence, Concerned
Leadership, Sense of Pride, Unit Social Climate, and Unit Teamwork.
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The validity of the "soldier will" measures was shown by thelr high
degree of interrelationship. Although the “"soldier will" scales measured
different aspects of “soldier will,” conceptually they are subsumed under a
broader, more unitary psychological construct, perhaps called soldier morale,
esprit, or will, and therefore, a high degree of interrelaitionship would be
expected. Also, it was expected that “soldier will" measures should bear
relationships to measures of life adjustment and stress. "“Soldier will" was
positively related to pogitive life adjustment (namely, life and Army
satisfaction, and psychological well-being) and negatively related to personal
distress, medical problems, and wanting to get out of the Army.

The "soldier will"” scales discriminated between COHORT and nonCOHORT
soldiers. These scales were also expected to differentiate soldiers from’
units that have undergone different unit assignment, training, and deployment
(namely, COHORT) designed to enhance “"soldier will.” COHORT soldiers
consigtently showed higher levels of "soldier will"” (in terms of the "soldier
will” measures) than did nonCOHORT soldiers. Differences were greatest for
first~termers (E-4s and below) and on scales measuring small-unit command
confidence and unit social climate. Differences were less apparent, and in
gsome cases, reversed direction for officers and for NCOs. These results made
sense because COHORT was intended to have its greatest effect at the first-
termer-~level. Soldiers (E-=4 and below) go through basic and advanced
individual training together. Officers and NCOs do not.

Previous discussion of results ha3 been limited to the individual
soldier. COHORT, however, is not necessarily an individual-level
phenomenon. COHORT is cperationalized at the company-level. Soldiers in the
same company go through basic and advanced individual training together, and
personnel are stablizied within the comwpany. Given this, COHORT companies
were expected to have greater “"soldier will" than nonCOHORT units. This was
born out on four of the six "soldier will" scales., In additionm, of all 27
companies undev study, companies that fell in the lower one-third on "soldier
will" were nonCOHORT. In another amalysis, paratroop COHORT, COHORT, and
nonCOHORT companies were compared on “"soldier will" as a method of evaluating
mean scale score differences. Mean “"soldier will" scores increased in
magnitude from nonCOHORT to COHORT to paratroop COHORT companles consistently,
though not always significantly.

Also worth mentioning are demographic characteristics that bore
significant relationships to “soldier will." Whereas race and education were
not correlated with the "soldier will"” weasures, age, rank, marital status,
place of residency, and type of combat arms unit were. When controls for
other unit and demographic charterisitics were applied in comparisons, race,
rank, type of combat arms unit, and place of residency were significant
predictors of "soldier will.". Generally, clder soldiers, and those soldiers
in armored units, and who lived either in on-post housing and in off-post
honsing fared better on the “soldier will" wmeasures than younger, artillery
men who lived in the barracks. Soldlers of higher rank reported greater
company combat confidence, greater senior command confidence, greater sense of
pride, and greater unit social climate, but soldiers of lower rank reported
greater small-unit command confidence.
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Directions for Future Research

Caution should be used in generalizing results summarized in this first
raport to all units. The sample from which these results were obtained was

limited to two posts, and to three 1onCOHORT and two COHORT battalions.
Results that are most generalizable relate to our newly constructed “scldier

will"” scales. These scales are believed to weasure universally demonstrable
psychological counstructs, and therefore, should not qualitatively deviate when
taking measurements from soldiers in different units. However, soldiers from
different units and from different posts would be expected to quantitatively
differ on these measurements. Therefore, results that are less generalizable
are those that compare COHORT soldiers to nonCOHORT on the "soldier will™
measures. As data from other units and posts are incorporated intc the data
base, resuits will be updated and reported. ’
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Despite the apparent success in achieving zeliable ard valld weasures of

soldier will, two 1issues remain for future research. The first issue is the
appropriate operational definition of the councept of COHORT, and the second is

A providing behavioral referents (e.g., training performance) for our "soldier
| will” measures. A direction for future rasearch is tc¢ incorporate training
performance data inte the attitudinal data base. The combined data base will
enable translation “soldier will" into measurable performance. In addicionm,
by taking measurements of attitudes and performance over time, cause-effect
relationships among COHORT, soldier will, and training performance can be

i specified (see Figure 1).
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The NMS Fleld Evaluation has been preoccupied with ocutcome measures,
trying to develop measures on which COHORT soldiers differ most from nonCOHORT
soliders. These differences are then attributed to one unit being COHORT and
the other nonCOHORT. Such conclusions have obvicus methodologicsl problems.
However, even if unit and demographic differences between units were held
constant in comparisons, there are no guarantees that units under study did
receive the COHORT experience (or “treatment”). Emphasis is needed on
monitoring the procééses of COHCRT: Do COHORT units receive the COHORT
“experience,” and to what degree? To evaluate ihe processes that make a unit
COHORT requires measurable aspects of the COHORT “treatment.” A major aspect
of the COHORT experience was to enhance the quality of interpersonal
relationships (through personnel stablization), enabling coping with stress
and moderate its deleterious effects on psychological and physical well-being
and job performance. WRAIR 1is presently assessing dffferences in friendships,
interpersonal support, and bonding among soldiers and their relationship to
personal distress, “soldier will,” and psychological and physical well-being
between COHORT and nonCOHORT units.
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It should evident from this work that there exist many definitious of ;
COHORT. One definition 1is the common experience of basic and advance-d

individual training. Another is stabilization of personnel during a unit's
life cycle. A third is some ccupanies (not necessarily all) within the same

battalion are COHORT. What further confounds interpretation of results {ic

that many COHORT units have been created using more than one of these
definitions. What also should be clear is what is defined as two discrete

categories of unit organization, training, and deployment (namely, etither
COHORT or nonCOHORT) is more likely a matter of degree. This first report has
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attempted to more accuvately capture degri:e2 of "COHORTness" by asking

soldiers how many company members accompasied them through basic and advanced
individual training, Iin addition to :heir perccption of company personnel

turnover.

To summarize, to specify which aspect of the JOHORT process gives what
changes in “soldier will,” training performance, logistlics, or whatever the

outcome measure, different operational definitions of COHORT must be clearly
articulated and measured for each unit under study. To compare COHORT to

nonCOHORT units does not tell Army leaders in the vaguest way which aspect of
the COHORT process gives the most positive cutcomes.
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Table 3

Response Rates for First=Termers, NCOs, and Officers within COHORT and

NonuCOHORT Units

Rank Response Rates

Category COHGRT nonCOHORT Z

First-Termers 84.6% 78.3% 3.94%

(E1-E4) (942/1113) (980/1252,

NCOs ) 78.1% 66.8% 4.14%

(E5~E9) (311/398) (471/705)

Officers 65.1% 53.0% 1.75
(56/86) (61/115)

Note. Nine soldiers did not report their rank. Overall Chi-square for those
First-termers, NCOs, and officers ~ot surveyed in COHORT and nonCOHORT units =

45.74, df = 2, p < .001.
*p < .01, two—-tailed.

------
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Table 4

Demographic Comparison between COHORT and NonCOHORT Soldiers in the Sample

Unit Status

Demographic COHORT nonCOHORT Chi-square
Characteristic % N % N
Race
T White 59.46 776 59.33 887
Black 29.27 382 27.89 417
Mexican American 4,21 55 3.28 49
Pyerto Rican 2.76 36 4,15 62
Other 4.29 56 5.35 80
Total 100.00 1305 100.00 1495 7.56

Missing data = 30

Marital Status

Not Married 54,59 707 44,14 652
Divorced 2.93 38 3.39 50
Separated 2.32 30 .11 46
Married - 40.15 520 49,36 729
Total 100.00 1295 100.00 1477 30.,39%

Missing Data = 58

Type of Residence

Barracks 59.49 743 48,27 097
On=-post Housing 10.57 132 13.71 198
Off~post Housing 29.94 374 38,02 549
Total 100.00 1249 100.00 1444 33,91%
Missing Data = 137
Education
Less than High School 7.96 104 7.37 111
High School Graduate 66.16 864 63.50 957
Some College 25.88 338 29.13 439
Total 100.00 1306 100.00 1507 3.76
Migsing Data = 17
Rank
Junior Enlisted (E1-E4) 71.96 942 64.81 980
Junior Officer (01-03) © 2,67 35 2.38 36
Senlor Enlisted (E5-E9) 23,76 311 31.15 471
Senior Officer (04,05) 1.53 20 1.65 25
Warrant Officars 0,08 1 0.00 0
Total 100.00 1309 100.00 [512 20.56%

Missing Data = 9
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Table 4 (continued)

Demographic Comparison between COHORT and NonCOHORT Soldiers in the Sample

Demographic
Characteristic

Unit Status

COHORT nonCOHORT

Age

Missing Data = 383

Years Service

Missing Data = 459

=
w
(=)
|=
=
o0n
o

23.08 5.10 1271 26,24 5011

2.15 3.07 1041 2.26 3.04

1476

1330

-5 . 92**

. -n83

*p < .01, two-tailed.

*%p < ,001, two~tailed.
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e Table 6

;}%l Company Combat Confidence Scale Items

AN
}{§i' Scale Item
1N
3

s

Item~Total

Correlation

Pl. This company is one of the
best in the Army.a

P3. The officers in this company
really seem to know their
stuff.a

P4 I think this couwpany would
do a better job in combat

than most other Army uniis.a

P19. 1 have real confidence in
our company's ability to
u8e Oour weapomns.a

P20. I think the level of
training in this company
is very high.a

P32. 1 think we are better
trained than most other

companies in the Aruy.a

P33. The officers in this
company would lead well
in combat.a

P34. The NCOs in this company
would lead well in coubat.a

P35: Soldiers in this company
have enough skills that I
would trust them with my
life in combat.a

P18. I have a lot of confi~
fidence in our weapons.2

P2l. If I have to go into
combat, I have a lot of
confidence in myself.2

oy

2.80

2.87

3.08

3.35

3.23

3.05

2.85

3.23

2.75

3.29

3.98

1.03

.98

.97

1.08

1.03

1.00

1.02

1.13

1.05

.89

+66

+56

.70

.07

.61

.67

.66

.58

«63

«54

.33

- e
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Table 6 f(continued)

Company Combat Confidence Scale ltems

Scale ltem Item~Total
5! SD Correlation

U2. How would you describe
your company's readiness
for combat?d 3.05 .97 «62

U3. How would you describe
your fellow soldier's
readiness to fight if and

ég when 1t is necessary?b 3.10 <97 54
Ul3. How much confidence do

"k, Al A
it }

you have in your unit's
major weapons systems
(tarnks, APCs, and so oa)?b 3.13 1.14 .57

- h“%;%lﬂ:ﬁw,_

Ul4. How would you rate your
own gkills and abilities
as a soldier (using your weapous
overating and maintaining
your equipment, and so on)?b 3.90 .77 .28

P

7
FHLR L el
| PEET NG

Ul7. How would you describe
the condition of your
unit's major weapons
systems {tanks, APCs,
, and so on)? In other words,
i what kind of shape are
they in?c 3.29 .97 52

5 :Eﬁr ;2‘”‘

13,
L3
I's =

US. In the event of combat, how would
describe your confidence in

your Company Commander?b 3.34 1.14 .53

T
S 4
e

N
~ 4Ly
Y Note. Listwise deletion was employed, N = 2537; Total N possible = 2809
; f. (% of missing cases = 9.7). Crombach's alpha coefficient for the scale = .9l.
s 3Responses ranged from “"strougly disagree” (1) to “strongly agree” (5).
P bResponses ranged from “very low” (l) to “very high" (5).
- CResponses ranged from "very bad" (1) to “"very good” (5).
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. Table 7

A
vgd Factor Loadings of Company Combat Confidence Scale Items
e

'S Scale Item Factor 1 Factor 2  Factor 3
*Eq General Weaponry Salf

“

Ta —

E%u Percent of Variance Accounted: 40.8% 8. 7% 6.8%
“b- Pl. This company is one of the
et best in the US Aruy. .74

.ff P3. The officers in this company

i really seem to know their
\.-‘d__ stuff. . 7 3
_:‘.\‘

NG P4, T think this company would
o do a better job in combat

gﬁ than most other Army units. 74

Ry P19. I have real confidence in

ok our company's ability to

' use our weapons. 053
P20. I think the level of

% training in this company
s is very high, .62

‘\' )
;k& P32. I think we are better
T trained than most other
’gﬁ companies in the Army. 74
p P33. The officers in this
M company would lead well

&4 in combat. «80
]

\

j P34, The NCOs in this company

9 would lead well in combat. .59
R
Qﬂ P35. Soldiers im this company

o have enough skills chat I
od would trust them with my

i life in combat. .62

X

B

x’ P18, I have a lot of confi- -

%\ dence in our weapons. .74

¥ :

- P21. If I have to go into

N combat, I have a lot of

ﬁ% confidence in myself. .78
¥
&

&) ;
PR ; SR {.\W‘F\'\“f*w \P,ﬂ AR A \W\-\',u \'\-M\*\t\“ . \‘\_\~\~ 4k{*.‘#;\£u.§;9_p_t)§§:“{_«}_3{_g_



Table 7 (continued)

Factor Loadings of Company Combat Confidence Items

Scale Item Factor 1 Factor 2 Factor 3
General Weaponry Self
Percent of Variance Accounted: 40.8% 8.7% 6,8%

[0 D SR T S T N K T A PN T L

U2, How would you describe
your coumpany's readiness
for combat? .54

U3. How would you describe
your fellow soldier's
readiness to fight 1f and
when it 1s necessary? 46

Ul3. How much confidence do
you have in your unit's

major weapons systems
(tanks, APCs, and so on)? .82

P
At

—a—

o B
A %
. a7

Ul4. How would you rate your
own skills and abilities
ags a soldler (using your weapons }
operating and wmaintaining
your equipment, and so on)? «75

R

:l-»‘/,‘-,_‘ A
o "
-
-—

= r’iu.

Ul7. How would you describe
the condition of your

A

g: unit's major weapons _ E
8y systems (tanks, APCs,

q and s¢ on)? In other words,

oF what kind of shape are

) they in? .81

18

ﬁ; U5, In the event of combat, how would

N describe your confidence in

'\ your Company Commander? .59

Note. Listwise deletion was employed, N = 2537; Total N possible = 2808.
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Table 8

Senior Command Confidence Scale Items

Scale Item Ttem~Total
M SD Correlation

How would you describe

your confidence in the tactical

decisions of the following:

U8, your Battalion Commander?a 3,64 1.07 .73

U9. your Brigade Commander? 3.69 +96 .88

Ul0s your Division Commander? 3,69 095 91

Ull. your Corps Commander? 3.63 97 «89

Ul2, the Army General Staff? 3.62 1.02 «82

Note. Listwise deletion was employed, N = 2660; Total N pussible = 2830 (% of missing;:

cases = 6.1). Cronbach's alpha coefficient for the scale = .94,
dpesponses to all items ranged from “very low™ (1) to "very high" (5).




Table 2

Factor Loadings of Senior Command Confidence Scale Items

Scale ltem Factor 1

Percent of Variance Accounted: 81.8%

How would you describe
your confidence in the tactical
decisions of the folliowing:

U8. your Battalion Commander? 82
U9, your Brigade Commander? 092
Ul0. your Division Commander? 9%
Ull. your Corps Commander? .93
Ul2. the Army General Staff? » 39

Note. Listwise deletion was employed, N = 2660; Total N possible = 2830,
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Table 10

Small=-Unit Command Confidence Scale Items

Scale Item Item=-Total
M SD Correlation

S18. My squad leader knows his
(her) stuff.a 3.46 1.10 .54

$19. My platoon sergeant knows
his(her) stuff.a 3.47 1.11 .39

520. My platoon leader knows
his(her) stuff.a 3.30 l.11 «60

S2l. If we went to war
tomorrow, I would feel

good with my squad.a 3.11 1.14 .65

$22. If we went toc war
tomorrow, I would feel
gooud with my platoon.a 3.02 1.13 .68

525, NCOs in my company are
the kind I would want to

serve under in combat.a 2.99 1.08 65

S$24., Officers in my coumpany
are the kind I would want

to serve under in combat.a 2.76 1.03 57

In the event of combat, how would M
you describe your confidence -
in the following:

U4. vyour platoon leader?b 3.25 1.22 .59
US. your Company Commander?b 3.31 1.15 W47
U6. vyour crew/squad members?h 3.37 1.04 <54
U7. yourself?b 3.86 94 .36

cases = 7,9). Cronbach's alpha coefficient for the scale = .87.

=
R

Note. Listwise deletion was employed, N = 1771; Total N possible = 1922 (% of missing ;ﬂ?

aResponses ranged from “strongly disagree” (1) to “strongly agree” (3).
PResponses ranged fr'm "very low" (l) to "very high" (5).
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Table Ll

Factor Loadings of Small-Unit Command Confidence Scale Items

Scale Item Factor 1 Factor 2 Factor 3
Sqd/Pit Officer Crew/self
Leaders

Percent of Variance Accounted: 43.7% 11.4% 9.6%

518, My squad leader knows his
stuff. ¢75

S$19. My platoon sergeant knows
his stuff. 77

$20. My platoon leader knows
his stuff. .67

S21l. If we went to war
tomorrow, I would feel
good with my squad. oS5 « 64

522, If we went to war
tomorrow, 1 would feel

good with my platoon. « 54 «51

$25. NCOs in my company are
the kind I would want to
gerve under in combat. 54

S24. Officers in my company
are the kind I would want
to serve under in combat. .71

In the event of combat, how would
you describe your confidence

in the following:

U4, your platoon leader? »69
U5. your Company Commander? .81
U6. your crew/squad members? 77
U7. yourself? .75

Note. Listwise deleticn was employed, N = 1771; Total N possible = 1922,
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Table 12

Concerned Leadership Scale Items

Scale Item Item=Total
Correlation

Pt
|=
[
o

,..—
LY
il

S1l. My platoon sergeant talks

to me personally outside
normal duties.a 2.73 - 1.18 o 57

S512. My platoon leader talks
to me personally outside

normal duties. 2.59 1.16 .60

S$13. The company comwmander
talks to me personally
outside normal duties. 2.23 1.03 «35

Sl4. My officers are interested
in wy personal welfare. 2.69 1.08 «67

S15. My NCOs are interested in
what 1 think and how I
feel about things. 2.98 1.15 .68

S1l6. My officers are interested
in What 1 think and how I

feel about things. 2061 1.06 070

S17. My NCOs are interested
in what I think and how I

feel about things. 2.85 1.11 .69

%3 S28. My chain-of—-command

I works well. 2.83 1.12 .58

:&2 P26. My superiors make a real
iy attempt to treat me as a

4 person. 2,81 1.21 «60
FR5
;gr

C

’%% Note, Listwise deletion was employed, N = 1799; Total N possible = 1922 (% of missing
%b‘ cases = 6.4). Cronbach's alpha coefficient for the scale = .88.
%~ dResponses to all items ranged from “strongly disagree” (1) to “strongly agree” (5).
=
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Table 13

Factor Loadings of Concerned Leadership Scale Items

Scale Item Factor 1 Factor 2
Soldier - Personal
Welfare Contact

Percent of Variance Accounted: 51.5% ll.4%

Sil. My platoon sergeant talks
to me personally outside
normal duties. .82

512. My platoon leader talks
to me personally outside
normal duties. «84

S13. The company commander
talks to me personally
outside normal duties. .66

Sl4. My officers are interested
in my personal welfare. .66

Sl5. My NCOs are interested in
what I think and hcw I
feel about things. ' 79

P

Sl6. My officers are interested
in what T think and how I

)

i feel about things. W71
{:ﬂ S17. My NCOs are interested

o fan in what I think and how I

. 4 feel about things. .80
i)

A
~

s
Sl

$28. My chain-of-command
works well. .69

P26. My superiors make a real
attempt to treat me as a
person. 72

Note. Listwise deletion was employed, N = 1799; Total N possible = 1922.
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Table 14

Sense of Pride Scale Items

Scale ltem Item~Total
M SD Correlation

Fle I am proud to be in

the Army.a 3.86 1.07 «55
F2. I am proud of my company. 3.23 1.14 .70
F3. I really feel that I

belong in my company. 2.95 1.23 «67
F4., 1 am an important part

of my company. 3.45 1.19 «58
F10. What I do in the Army

is worthwhile. .41 1.22 «63
F13. On the whole, the Army

glves me a chance to “be

all I can be.” 2.50 1.26 <54
Fl4. The equipment of the

American Army 1s better

than that of the Russian

Army. 3.38 1.04 .38
F15. My company will play

a part in winning future

conflicts 3.49 «97 56

Note. Listwise deletion was employed, N = 270l; Total N possible = 2809 (% of missing

cases ™ 3.9). Cronbach’s alpha ccefficient for the scale = .84.

3Responses to all items ranged from “strongly disagree” (1) to “strongly agree” (5).
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Table 15

Factor Loadings of Sense of Pride Scale Items

Scale Items Factor 1
Percent of Variance Accounted: 48.2%
Fle I am proud to be in

the Army. .66
FZ. I am proud of my compauny. «81
F3. I really feel that I

belong in my company. .78
F4. I am an important part

of my company. .70
F10. What I do in the Army

is worthwhile. 74
Fl13. On the whole, the Army

gives me a chance to "be

all T can be.” «65
Fl4. The equipment of the

Aumerican Army 1s better

than that of the Russian

Army. .48
F15. My company will play

a part in Wwianing future

conflicts, .68

Note.

Listwise deletion was employed, N = 2701; Total N possible = 2809.
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Table 16

Unit Social Climate Scale Items

Scale Item

s

Item-Toth
Correlation

P24, Most of the people in
this company can be trusted.a

P25. I want to spend my entire
enlistment in this company.a

P2, People in this company
feel very close to each
other.a

P29. I like being in this
company,.a

P30. In this company, you
don't have to watch your
belongings.a

P31, In this company, people
really look out for each
other.a

S7. 1 can go to most people in
my squad for help when I
have a personal problem,
like being in debt.a

$8. I czn go to most paople

in my platoon for help
when I have a personal

problem, like being in
debi.a

S9. lHost people in my squad
would lend ne money in an
emergency.a

2.77

2.08

2.70

2.33

2.12

2.63

2.91

2.84

3.36

1.04

1.21

<97

1.25

1.09

1.05

1.11

1.06

1.06

035

«48

.60

60

«40

«65

«36

.60
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Table 16 (continued)

Urit Socilal Climate Scale ltems

Scale Item Item~-Total
M jﬂl Correlation

§10. Most people in my platoon
would lend me money in an
emergency.a 3.17 1,03 «53

P9, I spend my after-duty
hours with people in this

company.a 3.16 1.21 .36

P10. My closest friendships
are with the people I

work with.a 3.10 1.25 42

P17, I would go for help with
a personal problem to
people in the company chain.a 2.69 1.3 42

Ul5. How would you describe
your unit's togetherness,
or how "tight" are members
of your unit?b 3.01 1.00 .55

oLy

A

Ul8. How would you described the
relationships between
officers and the enlisted
in your unit?e 3.23 <97 +40

o m T N

o’

T

ket

Note. Listwise deletion was employed; N = 1705; Total N possible = 1922 (% of missing
cases = 11.3). Cronbach's alpha coefficient for the scale = .86.

3gesponses ranged from "strongly disagree” (l) to "strongly agree" (5).

bResponses ranged from “"very low"” (1) to “very high” (5).

CResponses ranged from “very bad” (1) to “very good" (5).
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Table 17

Factor Loadings of Unit Social Climate Scale Items

Scale ltems

Factor | Factor 2 Factor 3
Trust & Instrumental Friendships
Caring Support

Percent of Variance Accounted:

P24,

P25.

P2.

P29,

P30.

P3l,

§7.

S8.

s9.

Mest of the people in
this company can be trusted.

1 want to spend my entire
enlistment in this cowpany.

People in this company
feel very close to each
other.

I like being in this
company.

In this company, you
don't have to watch your
belongings.

In this company, people
really look out for each
other.

I can go to most people in
wy squad for help when I
have a persona’l problem,
like being in debt.

I can go to moust people
in my platoom foi help
when I have a personal
problem, like being in

debt.

Most people in my squad
would lend me money in an

energency.

35.6% 12.2% 7.8%

62

o 70

.70

77

«57

o 70

75

.78

+83
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Table 17 (continued)

Factor Loadings of Unit Social Climate Scale Items

Scale Item Factor 1

Factor 2

Trust &
Caring

Instrumental
Support

Factor 3
Friendships

Percent of Variance Accounted: 35.6%

S10. Most people in my platoon
would lend me wmoney in an

emergency.

P9. I spend my after-duty
hours with people in this
company.

P10. My closest friendships
are with the people I
work with.

Pl7. I would go for help with
a personal problem to
people in the company chain. 248

Ul5. How would you describe
your unit's togethermness,
or how “tight" are members
of your unit? .62

Ul8. How would you described the
relationships between
officers and the enlisted
in your unit? .55

12.2%

»83

7.8%

.83

.80

Note.

SR (SN O AR
P EE B NS 'y " hd

“ .

SRR S
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Listwise deletion was employed; N = 1705; Total N poessible = 1922,

91
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Table 18

Unit Teamwork Scale Iltems

P ..L‘C,-(‘__/L' s
ool T e

: Scale Itenm Item—-Total
3 M SD Correiation

e g

iy

F5. There is a lot of team~
work and cooperation
among soldiers in my

company.a 3.06 1.14 «56

.
. ‘;.',.*%' v

e
e o

s

T

F6, Officers most always get
willing and whole-hearted

cooperation from soldiers. 3.15 1.08 .64

~

o ot
ettt el
mrgs e

;ﬁ F7., NCOs most always get

b willing and whole-

X hearted cooperation from

A soldiers. 3.17 l.12 .66
Y

R F8. Outside normal company
duties, soldiers in my

ﬁ company would de most
4 aaything for their
o officers. 2.63 1.09 64
Ly
{t{ F9. Outside normal company
§L duties, soldiers in my
d).'
| company would do most
‘iﬁ anything for their NCOs. 2.92 1.10 .81

Note. Listwise deletion was employed, N = 2760; Total N possible = 2809 (% of missing
cases = 1.7)s Cronbach's alpha coefficienL for the scale = .83,
3Regponses to all items ranged from "stroagly disagree” (l) to "strongly agree” (5).
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h Table 19

E Factor Loadings of Unit Teamwork Scale Items
@ Scale Item Factor 1
!
! Percent of Variance Accounted: 59.1%
\ F5. There 13 a lot of team=-
1 work and cooperation
among soldiers in my
Q company. o71
P

F6. Officers most always get
» willing and whole~hearted
cooperation from soldiers. .78

- O

F7. NCOs wmost always get
willing and whole-
hearted cooperation from
soldiers. «80

™.
al

A F8. Outside normal company
duties, soldiers in my
coupany would dco most
anything for their

—

el et
B

officers. .78
% ¥9. Outside normal company
X duties, soldiers in my
comparly would do most
Y anything for their NCOs. 76
E’”
" o~

Note. Listwise deletion was employed, N = 2760; Total N possible = 2809.
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Table 26

Company Combat Confidence Scale:

T-Tests of Mean Item Ratings between JOHORT

and nonCUHURT Soldlers

Scale Item COHORT nonCOHORT
M TS X ¥~ S 8 &

Pl. This company 1s one of the

best in the Army.a 2.98 1.06 1298 2.66 1,11 1504 7.12%
P3. The officers in this company

really seem to know their

stuff.a 2.98 1.02 1293 2.79 1.04 1501 5.02%
P4 T think this company would

do a better job in couwbat

than most other Army

units.a 3.19 0.98 1297 2,98 0.98 1503 5.60%
P19. T have real confidence in

our company's ability to _

use our weapouns.a 3.45 0,93 1288 3.26 1,01 1494 5.03*
P20. I think the level of

trainiag in this company

is very high.a 3.31 1.05 1292 3.15 1.10 1498 4.09*
P32. 1 thin* we are better

trained than most other

cowpanies in the Army.a 3.19 1.01 1278 2.93 1.02 1486 6.78%

+ P33, The officers in this

company would lead well

in combat.a 2.98 0.96 1275 2.73 1.03 1488 6.55%
P34, The NCOs in this company

would lead well in combat.a 3,36 1.01 1277 3.11 1.03 1484 6.31%*
P35, Soldiers in this company

have enough skills that I

would trust them with my

life in combat.a 2.82 1.11 1276 2,70 1.l4 1480 2,85%
Pl18. 1 have a lot of confi-

fidence in our weapons.a 3.28 1.04 1283 3.28 1.07 1502 0.02
P21, If I have to go into

combat, I have a ‘ot of

confidence in wyself.a 4,00 0.89 1294 3.93 0.92 1503 1.91
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Table 26 (continued)

Company Combat Confidence Scale: T-~Tests of Mean Item Ratings betwsen COHORT
and nonGUHORY soldiers

Scale Item COHORT nonCOHORT
M TS X ¥ N ot

U2. How would you describe
your company's readiness

for combat?b 3.09 0.97 1302 2,99 0.98 1487 2.72%

U3, How would you describe
your fellow soldier's
readiness to fight if and

when it is necessary?b 3.13 1.00 1294 3.08 0.96 1493 1.27

Ul3. How much coufidence do
vou have in vour unit's
ma jor weapons systems
(tanks, APCs, and so on)?b 3,17 1,09 1278 3.10 1.19 1468  1.67

Ul4. How would you rate your
own skills and abilities
as a soldier (using your weapons
operating and maintaining
your equipment, and

so on)?b 3.91 0.75 1307 3.90 0.78 1509 0.47

Ul7. How would you describe
the coundition of your
unit's wmajor weapons
systems (tanks, APCs,
and so on)? In other words,
what kind of shape are
they 1in?c 3.28

<
L ]
GO
—
—
[
C
D'
L
Ll
L
(=

l.01 1505 =0.49

US. In the event of combat, how would
describe your confidence in

your Company Commander?b 3.57 1.03 1292 3.13 1.19 1470 10.63*

Note. Listwise deletion was employed, N = 2537; Totzl N possible = 2809
(% of missing cases = 9.7).

8pesponses ranged from “strongly disagree” (1) to “strongly agree” (5).
bResponses ranged from "very low" (1) to “very high" (5)-

Responses ranged from “very bad” (1) to “very good" (5).

* < .01, two-tailed.




Table 27

Senior Cormand Confidence Scale: T-Tests of Mean ltem Ratings between COBORT
and rontOtURT Soldiers

Scale Ttem COHORT nonCOHORT
M SO R ¥ S X c

_ How would you describe
Bl your confidence in the tactical
' decisions of the following:

e .
=

”&é U8. your Battalion Coumander?a 3,85 1.0l 1293 3.46 1.09 1486 9.74%
:;%” U9. your Brigade Commander? 3.82 0.92 1285 3J.57 0.98 1450 6.77*
) T U10. your Division Commander?  3.80 0.91 1280  3.60 0.98 1453 5.67%
%ﬁ Ull. your Corps Coumander? 3.7 0.94 1268 3.56 0.99 1428 4.10%
/L{ Ul2. the Army General Staff? 370 1.00 1277  3.54 1.06 1441 3.98%

-\

%y; Note. Listwise deletion was employed, N = 2660; Total N possible = 2830 (% of
Wl wissing cases = 6.1).

'fi dResponses to all items ranged from “very low” (1) to "very high" (5).

*p < .01, two~tailed.
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o Table 28

N

&@L Seall-Unit Command Confidence Scale: T-Tests of Mean Item Ratings between
R CUHORT and nonCOHORT Soldiers

3@3 Scale Ivem COHORT nonCOHORT

i N S X e s X L
G

:,“".’:-1

3 S18. My gquad leader kuows his

5}3 (hé?§'§tuff.a 3.60 1,05 907  3.30 1.15 941  5.83%*
o S19. My

latoon sergeant krnows
hisEFer5 stuff.a 3.63 1.06 910 3.3l lol4 941  6.21%

$20. My platoon leader kncws '

521. If we went to war
toworrow, L would feel

good with wy squad.a 3.20 1.13 911 3.02 1.13 946  3.47%

$22, If we went to war
tomorrow, I would feel

good with my platoon.a 3.15 1.10 910 2,90 1l.13 943  4.91%

$25. NCOg in my company are
the kind I would want to

serve under in combat.a 3.19 1.0l 906 2.81 1.05 942  7.56%

$24, Officers in my company
are the kind I would want
to serve under in combat.a 2,96 1,00 908

[ g

58 1.02 940 8.07%

In the event of combat, how would
you describe your confidence
in the following:

e TE A
cny Bt
» '. Mol -

agh-an}
=
p=
AL

-E U4. your platoou leader?b 3,46 1.15 1230 3.00 1.21 1416  9.,43%
N

hik
gﬁy US. your Company Commander?b 3.57 1.03 1292 3.13 1.19 1470 10.63*
[
Sgg U6. your crew/squad wmembers?b 3,45 .01 930 1.06 0.03 972  2,88%
ni
f&} U7. yourself?b 3,96 0.90 1298 3.95 0.91 1494 0.23
SRV ‘
\ﬁg
EQ? Note. Listwise deletion was employed, N = 1771; Total N possible = 1922 (4 of
o missing cases = 7.9).
3iﬁ 3Responses ranged from “strongly disagree” (1) to “"strongly agree” (5).

L3 bResponses ranged from "very low"” (1) to “very high" (5).

?ﬁ *p < .01, two-tailed.
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Table 29

Concerned Leadership Scale: T-Tests of Mean Item Ratings between COHORT aud

nonCOHORT Soldiers

Scale Item COHORT nonCOHORT
M T X MT S 8Nt ‘

Sll. My platoon sergeant talks

to me personally outsilde _

normal duties.a 2.86 1.17 903 2.61 1.18 843 4.61*
512. My platoon leader talks

to me personally outside

normal duties. 2,75 1.16 910 2.45 1.15 945 5.49%
$13. The company commander

talks to me personally

outside normal duties. 2,33 1,02 910 2.14 1.03 943 4.,03*
Sl4. My officers are interested

in my parsonal welfare. 2.84 1.05 911 2.54 1.08 943 6.20%
S15. My NCOsg avxe interested in

what I think and how I

feel about things- 3.15 1.09 909 2.81 l.11 946 6.65%
Sl6. My officers are interested

in what I think and how I

feel about things. 2,77 1.04 911 2.46 1.06 945 6.39%
$17. My NCOs are interested

in what I think and how I

feel about thiags. 3.00 1l.11 911 2,69 1.09 944 6.03%
$28. My chain-of-command

works well., 2.97 1.08 906 2.68 1.14 935 5.59%
P76. My superiors make a real

attempt to treat me as &

person. 3.06 1.17 1293 2,86 1.23 1505 4.48%

missing cases = 6.4).

agree" (5).
*p < .01, two-taiied.

N N R IR R IR IR LN I
L m

RS NN

dResponses to all items ranged from “"strougly disagree” (l) to "strongly !

Note., Listwise deletion was employed, N = 1799; Total N possible = 1922 (% of

L W L UL W
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Table 30

AT TS D

-

L Sense of Pride Scale: T-Tests of Mean Item ratings between COHORT and
g nonCOBORT Soldiecs

Tk
TIFR ST X Y

L Scale Item GOHORT OnCOHORT
7 ¥ S X ¥ S X £
£ Fl. I am proud to be in "
& the Army.a 3.96 1.0l 1310  3.75 1,13 1510 S.21%* N
gy ;
jf F2. 1 am proud of my company. 3,40 (.09 1306 3.08 1.16 1501  7.42%* ;
L '
R F3. 1 really feel that I e
%&j' belong in wy compauny. 3.06 1.22 1307 2.8 1,24 1501 4o BO%* E
oy [
-1§J' F4, I am an important part é
K : of my company. 3.51 1l.14 1297 3.39 1l.24 1498  2,57% E
T N
;g@ﬁ F10. What I do in the Army Q
éﬁki is worthwhile. 3,30 1.20 1294 J.34 1,23 1501 3,48%% H
fAs® |
.'.".'w""! . "
Pt F13. On the whole, the Army ¢
” glves me a chance to "be 5
all I can be.” 2.65 1.25 1302 2.38 1.26 1507  5,72%%* ﬁ
3§&ﬁ . Fl4, The equipment of the ﬁ
3@" American Army 1s bettar g
- than that of the Russian F
-‘\’ Amy. }n36 1.01 1300 3037 1006 1501 -00 25 ,-,
o ~
F 4.',,‘ !
E%%, F15. My company will play ¥
st a part in winning future - 3
Fjw conflicts 3.61 0.94 1291 3.36 0.99 1495  6.76%* t
] .E
e -t

y Note. Listwise deletion was employed, N = 2701; Total N possible = 2809 (% of
e nigsing cases = 3.9).

o+ X
L 3Responses to all items ranged from “strongly disagrea" (l) to "strongly .
" agree” (5). 2
fﬁﬁ *p < .05, two-tailed. *fg_( .01, two-tailed. X
14"2‘(‘?
wy

{
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Table 31

Unit Social Climate Scale: T-Tests of Mean Item Ratings between COHORT and
nonCOHORT Soldiers

Scale Item COHORT nonCOHORT
) M7 SNt

i=

ﬂ' P24, Most of the people in
™ this company can be

B trusted.2 2,96 1.04 1288 2.85 1.06 1497 2.60%*

4 P25. I want to spend my entire
'Dq enlistmernt in this

company.a 2,20 l.41 1234 1.89 1.14 1440 6.74%%

DN P2. People in this company
3? feel very close to each
.«

other.a 2.85 0.95 1297 2.66 0.99 1501 5.306%*

i) P29, I like being in this
e companY‘a 20 80 1027 1282 2052 1.26 1488 5. 76**

n M
j@ P30, In this company, you
don't have to watch your

belongings.a 2,20 1.10 1281 2.18 1,07 1490 0.66

4 P3l. In this company, people
g really look out for each

;? other.a 2.81 1.03 1272 2,61 1.05 1482 5.22%%*

B $7. 1 can go to most people in
N my squad for help when I
Pt have a personal problem,
like being in debt.3d 3.00 1.12 905 2,82 1.10 942 3,53%%

o S8. I can go to most people

H in my piatoon for help
wher I have a personal

proolem, like being in

debt.a 2,92 1.07 903 2,78 1.06 941 2.75%*

S9. Most people in my squad
would lend me money in an

emergency.a 3.50 1,03 908 3¢22  1.07 942 5.85%%

N » (NY
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F' Table 31 (continued)

Unit Soclal Climate Scale: T-Tests of Mean Item Ratings between COHORT and
nonCOHORT Soldiers

:r:-
¢
q Scale Item COHORT nonCOHORT
! TS ox MTSON &
i 2
! S510. Most people in my platoon
would lend me money in an
%ﬁ emergency.a 3.25 1.02 903 3.10 1.03 940 3,25%%
4 P9. I spend my after—-duty
. hours with people in this
@ company.a 3.11 1.21 1278 2.81 1.24 1495 6.,37%%
| P10. My closest friendships
E are with the people I
" work with.a 3.10 1.24 1251 2,82 1.26 1502 5.85%%
3 Pl7. T would go for help with
F a pergsonal problem to
people in the coumpany
chain.a 2.86 1.23 1286 2.75 1.26 1488 2.,40%
Ul5. How would you describe
your unit's togetheruness,
or how "tight" are members
of your unit?b 3.17 0.97 1301 296 0.99 1502 5.47%*

Ul8. How would you described the
relationships between
officers and the enlisted
J in your unit?e 3.40 0.91 1295  3.18 1,02 1497 6.13%%

X Note. Listwise deletion was employed; N = 1705; Total N possible = 1922 (% of
missing cases = 11.3).

w 3Responses ranged from “strongly disagree” (1) to “strongly agree” (5).

bResponses ranged from 'very low” (1) to "very high" (5).

CResponses ranged from “very bad" (1) to "very good" (5).

*p < .05, two-tailed. *p < .01, two~tailed.
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Table 32

Und.¢ Teamwork Scale Items: T-Tests of Mean Item Ratings between COHORT and
nonCOHORT Soldiers

O A e
Lt ol

-

»
{" Scale Item COHORT nonCOHORT
! " ol S S s Y

LI,

F5. There is a lot of team-
work and cocperation
among soldiers in umy
company.a 3.18 1.10 1304 2.96 1.16 1502 S5.12%*

»—.‘_/_Nr:n P

.

[ e

F6. Officers most always get
willing and whole-hearted

cooperation from soldiers. 3.30 1.06 1304 3.06 1.09 1503 6.31%

F7. NCOs most always get
willing and whole-
hearted cooperation from
soldiers. 3.31 1.08 1306 3.06 1.14 1501 5.37*

P et L
: L 5

- : R

F8. Outside normal coupany
duties, soldiers in my

company would do most
anything for their
officers. 2.79 1.05 1304 2.49 1.09 1496 7.48%

N

e Ml

% F9. Outside normal company
duties, soldiers in my

i e w3

- company would do most
| anything for their NCOs.  3.06 1.08 1300  2.80 1.1l 1492 6.30%

Il

Note. Listwise deletion was employed, N = 2760; Total N possible = 2809 (% of
missing cases = 1l.7).

3Responses to all items ranged from “strongly disagree" (l) to “strongly
agree” (5),
*p < .01, two-tailed.
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R
g }f\x: Table 33
Y Companies Arrayed by Mean Company Combat Confidence Scale Scores
)
s Unit Nominal Label M f
1. NounCohort 66.76 33
2. NonCohort 59.09 b4
3. Cohort 58.27 60
4, NonCohort 58,21 42
5. Cohort 58.00 225
LY 6. Cohort 57.02 119
G 7. Cohort 56.78 81
SO 8. Cohort 56.58 120
¥ 9. Cohort 56,10 115
Ve 10. Cohort 55.78 69
Q* 11. NonCohort 55459 70
é‘;h 12. NonCohort 55.3% 83
f@. 13. Cohort 55.33 92
;g* l4. NunCohort 55.06 194
Bk M of Co = 54.47
W 15. NonCohort 546.39 120 SEM = 0.79
b 16. Cohort 54.39 186 Missing cases = 115
gﬁ i7. NouCohert 53.50 38
i 18. NonCohort 52.76 104
% 19. Cohort 52,62 107
e 20+ NouCohort 52.52 106
K 21, NonCohort 52.23 204
4 22. NonCohort 50,52 81
. 23. Cohort 50,39 90
i 24, NonCohort ' 49,49 93
" 25. NonCohort 49,08 88
, 26. NonCohort 48,47 78
s 27. NonCohort 46,47 73
4, Total N 2715
-
f ~
\-;'ICZ\'
7 el
it Note. Wilcoxon ranks sum test, z = 1.73, vs, two-talled.
g%
3
b
8
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Table 34

Companies Arrayed by Mean Senior Command Confidence Scale Scores

Unit Nominal Label M _Ji_

1. Cohort 20.11 64

2. Cohort 20,10 231

3. Cohort 19.47 120

4. Cohort 18.97 116

5. Cohort 18.92 119

6. NonCohort 18.78 120

7. Cohert 18.77 66

8. Cohort 18.56 81

9. NonCohort 18.52 85

10. NonCohort 18.34 107

11. Cohort 18.30 185

12. NonCohort 18.23 193

13. Cohort 18.16 90

M of Co = 18.12

14, NonCohort 18.06 34 SEM = 0.17
15. Cohort 17.81 91 Missing cases = 120
16. NonCohort 17.73 41

17. NonCohort 17 .65 78

18. NonCohort 17.59 44

19. NonCohott 17.52 82

20. NonCohort 17.45 101

21. NonCohort 17.42 207

22. Cohort 17.38 111

23. NoaCohort 17.31 39

24, NonCohort 17.24 72

25. NonCohort 17.12 69

26. NonCohort 17.04 79

27. NonCohort 16.60 85

Total N 2710

Note. Wilcoxon ranks sum test, z = 3.l1, p < .0l, two-tailed.
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A
;{\ Table 35
B
:%j Companies Arrayed by Mean Small-Unit Command Confidence Scale Scores
7.--:5?
;i Unit Nominal Label M f
g —
..d.'_‘«_"
-' !;" 1. Cohort 41.03 86
B 2. Cohort 40.93 41
Ko 3. NonCohort 39.43 14
e 4, Cohort 39.08 86
edor 5. Cohort 38.41 81
,dﬁg 6. NonCohort 37.95 93
‘MA 7. Cohort 37.90 60
}ﬁw 8. Cohort T 3744 115
.'HQ 9. Cohort 37.22 45
“ 10. NomCohort 37.00 16
s‘:; 11. NonCohort 36.95 40
Ay 12, NouCohort 36.90 21
. 13. Cohort 36.79 89
- l4, Cohort 36.57 158
L 15. Cohort 36.19 69
;}:ﬂ i6. NonCohort 36.02 41
‘;\' _M_Of Co = 35094
17. NonCohort 35.78 69 SEM = 0.55
';%l 18, NenCohort 35.12 49 Missing cases = 97
g 13. NonCohort 34,64 80
P 20. NomCohort 34,26 135
o3 21, Cohort 34,07 67 .
e 22. NonCohort 32.88 17
:;gg 23. NomCohort 32.44 54
R 24, NouCohort 32,20 49
iyl 25. NonCohort 32.17 145
N 26. NouCohort 31.00 52
j‘ 27. NouCohort 30.04 53
', Total N 1825
L Note. Wilcoxon ranks sum test, z = 2.71, p < .0l.
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Table 36

e

g
P.__.a. -
»

il

Conpanies Arrayed by Mean Concerned Leadership Scale Scores

[ Unit Nominal Label . _M £
B
- l. Cohort 28445 42
by 2. NonCohort 28.21 14
ru 3. NonCohort 27.50 18
; 4. Cohort 27.36 45
%ﬁ 5. Cohort 26.86 87
s 6. Cohort 26,52 82
) 7- Cohort 26.00 116
,? 8. Cohort - 25.48 162
AN 9. NonCohort 25.48 69
}% 10. NonCohort 25.44 41
o 11. Cohort 25.32 71

Cohort 25.27 90
Cohort 25.26 6l
14, NonCohort 25.24 21
15. NonCohort 24,63 41
16. NonCohort 24,61 93

;;;naeui§
O =
— -
[P N ]
e @

M of Co = 24.49

J 17. Cohort 24.48 &8 SEM = 0.45
Tﬂﬂ 18. NonCohort 23.67 18 Missing cases = 65
iRy 19, NonCohort 23.16 135

o 20, Cohort 22.34 68
13- 21. NonCohort 22,28 149
X 22. NonCohort 22.10 83
s 23. NonCohort 21.86 50
;% 24. NonCohort 21.23 53
?ﬁ 25. NonCohort 21.02 53
b s 26. NonCohort 20.96 50
S 27. NonCohort 20.42 57

Total N 1857

L
AR

Note. Wilcoxon ranks sum test, z = 2.47, p < .01, two—tailed.




Table 37

Companies Arrayed by Mean Sense of Pride Scale Scores

Unit Nominal Label M £

1. NouCohort 30.06 34

2. Cohort 28.59 64

3. Cohort 28.48 122

4. NonCohort 28.35 43

5. Cohort 28.14 118

6. Cohort 28.12 68

7. NonCohort 28.09 44

8. Cohort 27.78 232

9. Cohort 27.55 121

10. NonColiort 27.10 73

11l. Cohort 26,82 189

12, NonCohort 26,66 86

13. NonCohort 26.50 125

14, Cohort 26.38 85

15. NonCohort 26.34 110

M of Co = 26.28

16. Cohort 26.25 93 SEM = Q.37
17, NonCohort 25.90 196 Missing cases = 26
18, NonCohort 25.70 40

19. NonCohort 25.08 215

20, Cohort 24,88 95

21. NonCohort 24,88 109

22. NonCohort 24,85 88

23. Cohort 24,05 115

24, NonCohort 23.78 86

25, NonCohort 23.76 99

26. NonCohort 22,95 76

27. NonCohort 22,62 78

Total N 2804

Note. Wilcoxon ranks sum test, z = 1.83, ns, two—-tailed.




Table 38

Companies Arrayed by Mean Unit Social Climate Scale Scores

Unit Nominal Label M £
l. Cohort 48,73 41
2. NonCohort 47.15 13
3+ NonCohort 46,37 41
4. Cohort 46.36 86
S. Cohort 46,20 45
6. Cohort 45,50 161
7. NonCohort 44,98 42
8. Cohort 44,80 80
9. Cohort 43,91 87
10. Cohort 43,46 113
11. NonCohort 43.39 18
12. Cohort 43,19 68
13. Cohort 42,93 85
14. NonCohort 42.90 21
15. Cohort 42,90 59
M of Co = 42,28
nh 16. NonCohort 42.20 90 SEM = (.67
; m 17. NonCohort 41.19 135 Missing casas = 101
n A 18. NoanCohort 40,79 68
) 15. NonCohort 39.93 147
it 20. NonCohort 39,88 17
Ll W 21. Cohort 39,77 66
) 22. NonCohort 38.73 79
R 23. NonCohort 38.30 49
24. NonCohortt 37.89 53
25. NonCohort 37.79 53
26, NonCohort 37.22 49
27. NonCohort 35.05 55
,Q Total N 1821
P
L

A -
i@%& Note. Wilcoxon ranks sum test, z *» 2.47, p < .0l, two-tailed.
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Table 40

Companies Arrayed by Soldier Self-Report of Common Experience of Basic and

Tatall
N ‘m

Advanced Individual Tralning

Juit Nominal Label M f
i« Cohort 6.47 88 Inter-item r(1940) = .9;
2. Cohort 6,27 48
3. Cohort 5.89 94
40 Cohort 5.66 99
5. Cohort 5.44 78
6. Cohort 5.32 69
7. NounCohort 5.17 72
8. Cohort 4.94 63
9. GCohort .27 56 '
Mof CoM=3.71
10. Cohort 3-33 120 SEM = 0026
ll1s Cohort 3.31 173 Missing data = 964
12. NonCohort 3.14 .22
13. NenCohort 3.11 63
14, NonCohort 2.94 71
15. NonCohort 2.84 19
16. NonCohort 2.82 17
17. NouCohort 2.82 66
18. NonCohort 2.79 56
19. NonCohort 2.69 75
20. NounCohort 2.67 49
21. NouCohort 2,67 24 )
22. NonCchort 2.66 53
23. Cohort 2.62 52
24. NounCohort 2.60 53
25. NouCohort 2.59 49
26. NouCohort 2.55 167
27. NouCohort 2.51 146
Total N 1942

Note. Possible range of values on the summative scale was from 2 to 10.

Questions asked soldiers to estimate how many soldiers in their present

company accompanied them through basic and advanced individual training.
Responses on both items ranged from “"none” (1) to "everyone” (5). The
Wilcoxon ranks sum test showed Company M ratings were related to their nominal
labels (z = 3.553, p < .01).



Table 41

Companies Arrayed by Soldier Perception of Company Personnel Turnover

Unit Nomiunal Label M £
i« NonCohotrt 9.60 10 Inter—~item Correlations:
2. Non%Zohort 9.22 . 9 Soldier Turnover = ,33
3. Nouloliort 8.20 5 NCO Turnover = 45
4. Cohort 8.01 105 Officer Turnover = ,35
5. NomnCohort 8.00 33
6. Cohort 7.76 83 Cronbach's Alpha = .55
7. HNonCohort 7.63 16
8. NoaCohort 7,58 45
9. Cohort 7.46 48
10. NonCohort 7.24 50
11. NouCohort 7.22 49
M of Co = 7.16
12. Cohort 7.15 59 SEM = 0.18
13, NomCohort 7.15 54 Missing data = 273
14. Cohort 7.00 30
15. Cohort 6.94 35
16. Cohert 6,90 51
17. NonCohort 6.86 93
18. NouCohort 6.78 i
19, Cohort 6.72 68
20. NonCohort 6.67 66
21. NonCohort 6.65 94
22, NonCotliort 6.57 47
23. Cohort 6.46 61
24, NonCohort 624 59
25, Cohort 6.19 84
26. Cohort 5.96 85
27. NonCohort 5.16 109
Total N 1455

BN Note. Possible range of values on the summative scale was from 3 to 15.
e 3 Questions asked soldiers (with six or more wonths in their present companies)

= to estimate how many new soldiers, NCOs and officers joined their present
%{ﬁ company in the last six months. Responses to all three items ranged from
N "none" (1) to "everyone" (5). The Wilcoxon ranks sum test showed unit labe

%b was unrelated to perceived personnel turnover (z = .74, mns). :




Appendix I: Questionnaire Instrument

el o ).-‘\\'.'-\'-fth'n\'J-!'l'-\"J.q' [N S R o A A TR I I SO A8 RO L3 RN
—t . - L

RS s S - ~ : e s



LTERATION NO. ool

S
-~
s

r
W s | en e gREe Y-, U 8

QUESTIONNAIRE NO,

|
:
|
"
"‘i‘_-'J_ §
et
i
Y
'(
”"f‘"‘&ﬁ
Fy A
2] 4
.Q§ b
1
. )
R3] 1,8
% THE NEW MANNING SYSTEM: "
{ ATTITUDINAL AND BEHAVIORAL SURVEY .
y .
.;43?:? (SOLDIER STUDY GQUESTIONNAIRE)
;
|
Department of Military Peychiatry
Walter Reed Army Institute of Research

Walter Reed Army Medical Center

Washington, D. C. 20307-51C0

-1-

e e Ry TR m e e e e gy F XK N TR Ny -

‘-,
P \"‘?.k--)‘ :‘-l‘""'}‘\?‘ ..!‘: T -}'?~"‘« .-1["}‘-‘ S '-l\'.(‘).:\-."."tl'.r -I‘}.-(L.--}‘.I-\L ,:‘...-\"’J\'. e ."!“'1’ NN 1":’1\'.{‘)' J's".'-?;J':.-l‘:'#:’l#.‘:'—df.".a*'.:’J"J"-«' J'-«“.-'tfn".'\‘-"-"f !k.r-('."-\h.-n'.. '?-.'1":'\‘-’.1‘. )
- . - P PSP TN o . . S VY S U S S SR S TR

- T I N S W L VUV S SO PRI . - _ L~ P LYY

e




;% INSTRUCTIONS

Yi You and other service members of the U.S, Army have been
1f§ selected so that we might learn your opinions on several issues
g of concern to Army leaders. Results of this survey will be used
-j to assess the impact of several new ways of organizing the Army
s on you, on your unit, and on your family. THEREFORE, IT IS VERY
IES IMPORTANT THAT YCU PARTICIPATE.

.An There are no right or no wrong answers to our questions.

8§ Just answer questions the way you feel about them. The 1lmportant
" thing 1s TO ANSWER ALL QUESTIONS COMPLETELY AND ANSWER THEM

’ HONESTLY AND FRANKLY. Most questions can be answered by circling
a number corresponding to a ready-made answer.

No one will know what you specifically have saild; your
angwers wWill not be reported with your name nor with any other
identifying information. This is guaranteed in a statement that
you will sign in a few minutes.
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GENERAL INFORMATION

First we need a few facts about you, like your age, education,
rank and so on, so that we can compare the opinions of older
scldiers to younger, opinions of privates to those of sergeants,
and those of sergeants to officers and so on. Please answer the
questions below by either writing in your response or circ ng
the response corresponding to your answer.

l. What is your unit? Company or Battery
Battalion
Regiment

2, (Circle one number) Are you: 1. Male? 2. Feuale?

3. How old are you (in years)?

4., What is the highest level of l. LESS THAN 8 YEARS
education that you've completed? 2. 8 YEARS
(Circle one number) 3. 9-11 YEARS

4. 12 YEARS
5. MORE THAN 12 YEARS

5. What 1s your racial background? l. WHITE
(Circle one anumber) 2. BLACK
J. MEXICAN AMERICAN
4. PUERTO RICAN
S. OTHER

6. Is English your native language?
(Circle one anumber)
l. YES (Go to Question 8)
2. NG (Go to Question 7)

7. If Euglish 1s not your uative language, what is5?
1. SPANL1SH

2. OTHER, Specify
below:

Go to Question 8

8. What is you: present pay grade, for exanple, E-2, E~-3, E-4,
or 0-1, 0-2, etc.? Write your answer in the blank below.
E- OR O-

e an T R
T =

“.’-ii-'. Rt

4

ot
A

(Yol

.

: How many years'have you been oa active duty? IF LESS THAN 6
Ol MONTHS, PLACE A "0" IN THIS BLANK. IF 6 MONTHS OR MORE, .
PLACE A "1" IN THIS BLANK.

L 4
“ala®,

Sk,
e

l10. What is your MOS?

Yol o}

(numbers) (letter)
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ll. What 1is your present marital status?
l. NOT MARRIED
2. DIVORCED (Go to
3. SEPARATED Question 16)
4, WIDOWED
S. MARRIED
(Go to Question 12)

M N)

-

>

12, Does your spouse presently live with you?

? e - L2 I }"~ R P g e .

T R e :'_' :-' = - P - A s K«

A e IS S
Fa

1. YES ﬁ
2. NO N
N
13. How many years of schooling l, LESS THAN E
has your spouse completad? 8 YEARS , d
K 2. B YEARS -
& 3, 9-12 YEARS ¥
o 4, 12 YEARS 3
ok S. MORE THAN 12 YEARS o
#&j "
:é(\g l4. How old is your spouse? {in years)
Lo 15 What ig8 your spouse's l. FULL-TIME EMPLOYED
ﬁ}' present employwent status? 2. PART-TIMI EMPLOYED
e 3. SEEXING WORK, NOT
[ EMPLOYED
S : 4. NOT EMPLOYED AT ALL
Ay BY OWN CHOICE
A 5. OTHER, Specify
"}] helow:
4
- .

Go to Question 16

1
h' l16. Where do you live? g
TN 1. IN THE BARRACKS =
.g&ﬁ _ (Go to Question 20) S
Rh 2. ON-POST HOUSING ¢
gﬁ (Go to Question 17) =
0 3. OFF-POST HOUSING !
j&f (Go to Question 17) %
[y
' - :
Y 17. How many people live in your home? X

18, Of all the people living in your home, how many are
your relatives?

19. 0Of all the people living in your home, how many are
your friends?

reeie B

S5

Go to Question 20
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20, How many days do you usually 1. 1 DAY
work in a week? (Circle your 2. 2 DAYS
answer) 3. 3 DAYS
4, 4 DAYS
5. 5 DAYS
6. 6 DAYS
7. 7 DAYS
8. 0 DAYS
21, How maany hours do you usually Write your answer in
work in a day? this blank HRS A DAY
22. How many days a month do you _
spend ocut 1in the field? Write your answer in this
blank __ DAYS A4 MONTH.

23, How many weekends a month
do you usually work? l. NEVER WORK WEEKENDS
2. ONE A MONTH
3. TWO A MONTH
4, THREE A MONTH
5. WORK EVERY WEEKEND

24, Do you have enough time to take 1. NEED A LOT LESS TIME
care of your personal neads 2., NEED A LITTLE LESS TIME
such as going to medical appoint- 3. JUST ENOUGH TIME
ments, commissary shopping, going 4. NEED A LITTLE MORE TIME
to the cleaners, getting a hair 5. NEED A LOT MORE TIME
cut and things like that?

25. Do you have enough time 1. NEED A LOT LESS TIME
to spend with famlily members 2. NEED A LITTLE LESS TIME
and friends? 3. JUST ENOUGH TIME

4, NEED A LITTLE MORE TIME
5. NEED A LOT MORE TIME

» 26. Do you have enough time for 1. NEED A LOT LESS TIME
relaxation and entertainment? 2., NEED A LITTLE LESS TIME
3. JUST ENOUGH TIME
4, NEED A LITTLE MORE TIME
5. NEED A LOT MORE TIME

e
A
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27. Did you go through OSUT Training?

YES (Go to Question 30)
NO (Go to Question 28)
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28. About how many of the soldiers in your present company went
through Basic Training with you?

1. NONE

2. A FEW

3. ABOUT HALF
4. MOST ALL
S5« EVERYONE

29. About how many of the soldiers in your present company went
through Advanced Individual Training (AIT) with you?

l. NOU:

2. A FEW

3. ABOUT HALF

4, MOST ALL

5. EVERYONE
Go to Questiou 30

30. About how loung have you been in your present company?
How many years? AND

How many months? .

31. In the past six months, aoout how many new soldiers have
joined your platoon?

1. NONE

2. A FEW

3. ABOUT HALF
4, MOST ALL
S. EVERYONE

32. In the past six months, about how many new so0ldiers have
joined your company?

l. NONE

2. A FEW

3. ABOUT HALF
4. MOST ALL
5. EVERYONE

33, In the past six months, about how many new NCOs have joined
your your company?
1. NONE
2. A FEW
3. ABOUT HALF
4, MOST ALL
5. EVERYONE




In the past 8ix « aths, about how many new officers have
joined your company?

i. NONE

2. A FEW

3. ABOUT HALF !
4., MOST ALL -

S EVERYQONE

About tiow many field exercises have you been on?

Write the number of
field exercises in this
blank .

Of these field exercises that you have been on, how many have'
been with members of your present company?

Write the number of
field exercises in this
“iaak .

If you could, would you get out of the Army today?

1. DEFINITELY NO

Al g G W . L miny g, - W PR WL TR N N I B N gy S

2. NO
3. NOT SURE
4. YES - }
5. DEFINITELY YES i
Do you want to serve in this unit after your initfal E
eulistment? ;
. l. DEFINITELY YES :
2. YES ;
3. NUT SURE -H
4. NO
5. DEFINITELY NO A
h
Will you re—-enlist? ;
1. DEFINITELY YES
2. YES
3. NOT SURE :
4. NO .
S. DEFINITELY NOT :
.
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40. Listed below are geveral reasons why you wmight re-enlist.
Circle THREE letters corresponding to the THREE most

important reasons for re-enlisting.

A,
B.
c.
D.
E.
F.
G.
H.
I.
Je
K.
L.
M.
N.
0.
P.
Qo
R.
S-
T.

GOOD JOB SECURITY

GOOD PAY

GOOD MEDICAL BENEFITS AND MEDICAL CARE
SCHOOL/EDUCATIONAL ASSISTANCE

EARLY RETIXEMENT

TRAVEL OPPORTUNITIES

FREQUENT MOVES

CHOILCE OF ASSIGNMENT

WANT CHALLENGES AND DO SOMETHING DIFFERENT

DOING WHAT 1 WANT TO DO

AWARDS, DECORATIONS, AND RECOGNITION FOR WORK DONE
LIKE BEING A MEMBER OF GROUP WITH DISTINCT IDENTITY
LIKE MILITARY LIFESTYLE

SERVE MY COUNTRY

PEOPLE IN MY UNIT REALLY CARE ABOUT THEIR WORK
PEOPLE IN MY UNIT REALLY CARE FOR EACH OTHER

ABLE TO PROVIDE FOR FAMILY

AFMY REALLY CARES ABOUT MY FAMILY

SPOUSE WANTS ME TO 3STAY IN

JOB OPPORTUNITIES FOR SPOUSE

4l. Listed below are several reasons why you might not re=-

enlist.

lmportant reasons for not re—enlisting.

Circle THREE letters correspouding to the THREE most

A.
B.
c.
D.
E.
F.
G.
H,
L.
J.
K.
L.
M.
N.
0.
P.
Q.
R,
S.
T.

FINDING A BETTER CIVILIAN JOB

POOR PAY

TOO MANY MOVES

LITTLE CHOICE OF ASSIGNMENT

SEPARATED FROM FAMILY AND FRIENDS

WANT OTHER CHALLENGES

WANT TO DO SOMETHING DIFFERENT

DON'T LIKE MILITARY LIFESTYLE

PEOPLE IN MY UNIT DON'T CARE ABCUT THEIR WORK
PEQOPLE IN MY UNIT DON'T CARE FOR EACH OTHER
DON'T DO WHAT I WAS TRAINED FOR

TOO MANY ADDITIONAL DUTIES, LIKE CQ, POLICE CALL
TOO MANY RULES AND REGULATIONS

BEING TOLD WHAT TC DO

LITTLE PERSONAL CHOICE AND FREEDOM

TOO MUCH PHYSICAL TRAILNING

UNABLE TO PROVIDE FOR FAMILY

ARMY DOESN'T CARE ABOUT MY FAMILY

SPOUSE WANTS ME TO GET OUT

NO JOBS FOR SPOUSE




UNIT COHESION AND MORALE

In this next section, we ask ysu several questions about your
ferlings toward your a2quipment and your unit. Read each
statement carefully, and then circ¢le the number correspounding to
the answer that begt desgribes your feeling.

VERY VERY
HIGH HIGH MODERATE Low LOW

l. What 1is the level of
morale in your company? 1 2 3 4 5

2. How would you describe
your cowmpany's readiness
for combat? 1 2 3 4 5

3. How would you describe your
fellow soldlers' readiness
to fight {f and when it is
wecessary? 1 2 3 4 5

In the event of combat, how would you describe your confidence in
the following:

VERY VERY
HIGH HIGH MODERATE LOW LOW
4., your platoon leader

1 2 3 4 5
5. your Company Commander 14 2 k| 4 5
6. your crew/squad members | 2 3 4 5

7. yourself 1 2 3 4 )

How would you describe your confidence in the tactical decisions
of the following:

VERY VERY
KIGH HIGH MODERATE LOwW LOW

your Battalion Coumander
1 2 3 4 5

your Brigede Commaander 1 2 3 4 5

your Divlsion Commander 1| 2 3 4 S

your Corps Commander 1 2 3 4 5
the Aruy General Staff i 2 3 4 5

How much confidence do you

have 1in your unit's major

weapons gystems (tanks,

APCs, etc.)? { 2 3 4 5




14.

15.

16.

17.

13.

14.

VERY

HIGH
How would you rate your
own ckills and abilities
as g soldier (using your
weapous, operating and
maintaining your
equipment, etc.)? l

How would you describe
your unit's togetherness,
or how "tight"” are members
of your unir? 1

What 1s the level of

your persounal uwuorale? 1

How would you describe the
condition of your unit's

major weapons systems (tanks,
APCg, etc.)? In other words,

HIGH

what kind of shape are they 1in?

The relationships betwean
officers and the enlisted
in your unit are:

How often do you worry
About what might happen
to you personally, Lf and
when your uanit goes

igto combat?

-10-

MODERATE Low

[

l.
2.

4.
54

l.
3.
4.
5.

l.
20
3.
ha

5.

YERY GOOD
GOoOD
50~80

BAD

VERY BAD

VERY GOOD
GOGCD
50-50

BAD

VERY BAD

ALWAYS"®
OFTEN
SOMETIMES
RARELY
NEVER

VERY
LOwW
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MODIFIED FIELD FORCES QUESTIONNAIRE

We would like to know your opinions toward others in your unit.
Read each statement carefully, and then c¢ircle the number
corresponding to the answer that best describes how you feel.
There are five possible answers; thege are:

Strongly Disagree Can't say Agree Strongly
Disagree Agree
1 ? 3 4 5
1. I am proud to be in the Aruy. 1 2 3 4

2. I am proud of my company. 1 2 3 4

3. I really feel that I belong
irn ay company. 1 2 3 4

4, 1 am an important part of
my companye. 12 3 4

5 There is a lot of teamwork and
cooperation among socldlers in my company. Vo2 3 4

6. Officers most always get willing and
whole-hearted cooperation from soldiers. 1 2 3 4

7. NCOs most always get willing and
Whole~hearted cooperation from soldiers. 1 2 3 4

8. Outside normal company duties,
soldiers in my cowpany would do
most anything for their offilcers. 1 2 3 4

9. Outside normal company duties,
scldiers in my cowpany would do

most anything for their NCOs. 1 2 3 4
10 What I de in the Army 1isg worthwhile. 1 2 3 4
ll. I get praise and recognition when I

do a particularly good Jjob. 1 2 3 4
12. In amy company, the best soldiers

get the “breaks.” 1 2 3 4
13. On the whole, the Army gives

me a chance to "be all I can be.” I 2 3 4
14. The equipuwent of the Americanr Army 1is

bettar thaan that 2f the Russian Aruy. 1 2 3 4
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: Strongly Disagree Can't say Agree Strongly
%g Disagree Agrae
L 2 3 4 S

T TE,
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15. My company will play a part in winning
future conflicts. 1 2 3 & 5

Ly~ o T

Ut o

Ty

l6. I have enough time to take carc of my
personal needs such as gecing to medical

2,

T

593 appointments, commissary shopping,
£ going to the cleaners, getting a hair cut,
# aand things like that. i 2 3 4 5

\

e

>3
~a

e P
e EE

17. I have enough time £or
relaxation and entertainment. 1 2 3 4 5

e S L OR, PRGN RN
".?.J- E gnj;- e

18. I have enough time to spend with
family members and friends. 1 2 3 4 5

[

——T T

19 I often have good ideas bhut

my leaders never consider theun. 1 2 3 4 £
20. It's worthwhile to make

Di suggestions to my leaders. 1 2 3 4 5
!
QW 2l. My unit is really "messed up." 1 2 3 4 5
&ﬁ 22. Compared to other units, {it's difficult
%@ to get something done in my unit. 1 2 3 4 5
‘:‘r;,'\'f"\‘e
ﬁ} 23. When I first arrived, leaders
S helped me a lot to get settled. 1 2 3 4 5
f; 24, My leaders are better than
‘{3‘( the leaders 'of other units. 1 2 3 4 5
:# 25. My unit is better than other
”{J units in getting the job done. 1 2 2 4 5

via
S“a

S

N
3

z
't

B

tu :.:ﬂ.}&:u.
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Noew we would like to ask you questions about stregses and strains
which you may have experienced lately.
those people who help you when you have personal problems.
each question below carafully,

WELL-BEING AND INTERPERSONAL SUPPORT

We also ask you about

and then circle the nuzuber

corresponding to the answer that best describes how you feel.

L.

thnﬂnanxnhxfnsﬂaf{{»fa;:f

IR S WA 11

During the past mounth, how
have you been feeling in
general?

During the past nmonth,
have you been bothered
by asa@rvousnesy or your
“nerves?”

During the past wmonth,
have you been in firm
control of your behavicr,
though¢s, emotions, or
feelings?

During the past month,
have you felt so sad,
discouraged, hopeless,
or had so wmany problems
that you wondeved 1if
auythiag was worthwhile!?

During the past month,
have you been under or

felt you were uander any
strain, gtress, or pressure?

PRt A 4 ™

NIV R R

l.
2.
3.
4.

S.
6.

3.
4.
5.
6.

-13-
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IN EXCELLENT SPIRITS

IN VERY GOOD SPIRITS

IN GOOD SPIRITS MOSTLY

I HAVE BEEN UP AND DOWN
IN §PTRITS A4 LOT

IN LOW SPIRITS MOSTLY

IN VERY LOW SPIRITS

EXTREMELY S0, TO THE POINT
WHERE I COULD NOT
WORK OR TAKE CARE OF
THINGS

VERY MUCH SO

QUITE A BIT

SOME, ENOUGH TO BOTHER ME

A LITTLE

NOT AT ALL

YES, DEFINITELY SO

YES, FOR THE MOGST

GENERALLY SO

NOT TOQO WELL

NO, AND I AM SOMEWHAT
DISTURBED

NO, AND I AM VERY
DISTURBED

PART

EXTREMELY SO, TO THE
POINT I HAVE JUST
GIVEN UP

VERY MUCH SO

QUITE A BIT

SOME, ENOUGH TO BOTHER ME

A LITTLE BIT

NOT AT ALL

YES, ALMOST MORE THAN I

COULD BEAR OKR STAND

QUITE A BIT OF

PRESSURE

SOME MORE THAN USUAL

YES, SOME BUT ABOUT USUAL

YES, A LITTLE

NOT AT ALL

YES,

YES,
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During the past month, EXTREMELY HAPPY, COULD
how happy, satisfied, or NOT HAVE BEEN MORE
pleased have you been with SATISFIED QR PLEASED
your personal life? 2. VERY HAPPY

’ FAIRLY HAPPY
SATISFIED, PLEASED

i

AL
G

Cre
&
L]

B S. SOMEWHAT DISSATISFIED
RO\ 6. VERY DISSATISFIED
hY
Kl 7. During the past mounth, l. NOT AT ALL
|70 have you had any reason to 2. ONLY A LITTLE
o wonder if you were losiag 3. SOME, BUT NOT ENOUGH
fQ your mind, or losing control TO BE CONCERNED WITH
™ over the way you act, talk, 4. SOME, AND I HAVE BEEN A .
LX think, feel, or of your LITTLE CONCERNED
B memory? 5. SOME, AND I AM QUITE
e CONCERNED
Py 6. YES, VERY MUCH SO AND
I AM VERY CONCERNED
8. During the past month, 1. EXTREMELY SO, 70 THE
have you been anxious, POINT OF BEING SICK
worried or upset? OR ALMOST SICK

2. VERY MUCH S0

3. QUITE A BIT

4, SOME, ENOUGH TO BOTHER ME
5. A LITTLE BIT

6. NOT AT ALL

s e el e T, e T RS SR

9. During the past month, 1. EVERY DAY
have you been waking up 2. MOST EVERY DAY
fresh and rested? 3. FAIRLY OFTEN
4. LESS THAN HALF THE TIME
5. RARELY
i 6. NONE OF THE TIME
&ﬂi 10. During the past wmonth, 1. ALL THE TIME
At have you heen bothered by 2. MOST OF THE TIME
. any illness, bodily 3. A GOOD BIT OF THE TIME
% disorders, pains, or fears 4. SOME OF THE TIME
b4 about your health? 5. *» LITTLE OF THE TIME

. AL
K
Ly

6. LOJNE OF THE 7TIME

t%t
—

11, During the past month,

l ALL THE TIME

?ﬂd has your daily life been 2. MOST OF THE TIME

e full of things that were 3. A GOOD BIT OF THE TIME
;#t interesting to you? 4. SOME OF THE TIME

=

. A LITTLE OF THE TIME
6. NONE OF THE TIME
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12.

l4.

During the past moanth,
have you felt downhearted
and blue?

During the past month,
have you been feeling
emotionally stable and
sure of yourself?

During the past wmonth,
have you felt tired, worn
out, used—up,

or exhausted?

l.
2.
3.
l‘n
5.
6.

ALL OF THE TIME
MOST OF THE TIME
A GCOD BIT OF THE
SOME CF THE TIME
A LITTLE OF THE TIME
NONE OF THE TIME

TIME

ALL OF THE TIME

MOST OF THE TIME

A GOOD BIT OF THE TIME
SOME OF THE TIME

A LITTLE OF THE TIME
NONE OF THE TIME

ALL OF THE TIME

MOST OF THE TIME

A GOOD BIT OF THE TIME
SOME OF THE TIME

A LITTLE OF THE TIME
NONE OF THE TIME

For each of the four scales below, note that the words at each
end of the O~to-10 scale describe opposite feelings. Circle the
number along the line which is closest to how you have geunerally
felt DURING THE PAST MONTH.

15, During the past month, how concerned or worried about your
health have you been?
o 1 2 3 4 5 6 7 8 9 10
NOT AT ALL VERY CONCERNED
CONCERNED
6. During the past month, how relaxed or tense have you been?
6 L 2 3 4 S 6 7 8 9 10
VERY RELAXED VERY TENSE

17. During the past month, how much energy, pep, vitality, have
you felt? '
c 1! 2 3 &4 5 6 7 8 9 10
NO ENERGY AT VERY ENERGETIC
ALL, LISTLESS DYNAMIC
18. During the past month, how depressed or cheerful have you

been?

o I 2 3 &4 5 6 7 8 9
VERY DEPRESSED

10
VERY CHEERFUL

-15~
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Qg l19. Not counting checkups, l. NONE

i how many times during 2. ONCE

$ the past year did you see 3. 4=-5 TIMES

Q\ a doctor for a problem 4. 5-10 TIMES

i you had? 5. MORE THAN 10 TIMES
i

(W 20. During the last year, 1. NEVER

o how often have you taken any 2. RARELY

! medications for a nervous 3. SOMETIMES

ég condition? 4. OFTEN

% : 5. ALWAYS

g

3‘ 21, During the last year, how 1. NEVER ‘
] often have you been unable 2. RARELY

d_ to work or carry out your J. SOMETIMES

20 usual activities because of 4. OFTEN

;}Q health problems related to 5, ALWAYS

él wozrry and nervousness?

[

<

'@é 22. Do you discuss your

o perscnal problems with

E3S fawily members?

0! l. NO (Go to Question 27)

p{ 2. YES (Go to Questions below)
R

&; 23. Who do you talk to most? 1. WIFE/HUSBAND

i 2. MOTHER/FATHER

i 3. SISTER/BROTHER

%y 4, OTHER RELATIVE

A}

24, How much did it help to 1. MADE THINGS MUCH BETTER
talk with these family 2. MADE THINGS BETTER
wembers about your 3. MADE NO DIFFERENCE
problems? 4, MADE THINGS WORSE

5. MADE THINGS A LOT WORSE

25. How satisfied are you 1. VERY SATISFIED
B " with the help that you 2. SATISFIED
£ get from these family 3. NOT SURE
A members? 4. DISSATISFIED
(] 5. VERY DISSATISFIED
Ky
hi 26, About how many of these l. ALL OF THEM
Qﬁ family members who 2. MOST
%#‘ really help you come 3. ABOUT HALF
L to you when they have 4. A FEW
e personal problems? 5. NONE OF THEM
k|
3 Go to Question 27
‘s
3 ~16-
il
K
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27.

32.

4\\\ 4,

'1} A f\\‘\;; L&\ a \4 xI{I{&ﬁx{If’\ -

Do you discuss your
personal problems with
your friends?

28, Who do you talk to
nost?

29. How much did it help
to talk with these
friends about your
pProbtlens?

30. How satisfled are
you with the help
that these friends
provide vou?

3l. How many of these
friends who really
help you cowme to you
when they have
personal problems?

Go to Question 32

When you experience
personal problems, how
often do you gain
strength or comfort from
religious beliefs and
practices?

l. NO (Go to Questiom 32)
2. YES (Go to Questions below)

MALE FRIENDS IN SAME UNIT
MALE FRIENDS IN OTHER UNIT
CIVILIAN MALE FRIENDS

FEMALE FRIENDS IN SAME UNIT
FEMALE FRIENDS IN OTHER UNIT
CIVILIAN FEMALE FRIENDS

MADE THINGS A LQOT BETTER
MADE THINGS BETTER

MADE NO DIFFERENCE

MADE THINGS WORSE

MADE THINGS A LOT WORSE

VERY SATISFIED

2. SATISFIED

NOT SURE

4, DISSATISFIED

VERY DISSATISFIED

ALL OF THEM

2, MOST

SOME

4. A FEW
5. NONE OF THEM

1. NEVER
2. RARELY
3. SOMETIMES
4. OFTEN
5. ALWAYS

AR e T N Oy
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COMPANY PERCEPTIONS !

a4 Now, we would like to ask you some more questions about your
il unit. Below appear statements that ycu can agree or disagree
' 4 with., Carefully read each statement and then c¢ircle the number

= T ‘ﬂv

AT

to the right of the statement that best describes your feeling.
There are five numbers corresponding to five possible answers;

ﬁ& these are:
#l
B Strongly Disagree Can't say Agree Strongly
ik Disagree ' Agree
W
S 1 2 3 4 5
i 1. This cowpany is one of the best in the
e S
&E} 2. People in this company feel very close
”%ﬁ to each other. 1 2 3 45
@#': 3. The officers in this company really seem
vwﬂi to know their stuff. 1 2 3 4 5
#1
: ﬂﬂ 4. I think this company would do a better
§<} job in combat than most other Army units. 1 2 3 4 5
oK ¢

‘ﬂf?ﬁ
w
*

The soldiers I work with always try to

do a good job. 1 2 3 4 5
{
-‘%4 6. The NCOs in this company really seem to b
P know their stuff. 1 2 3 4 5
7. I really know the people 1l work with. 1 2 3 4 5

8. There are many people in this company
who are just out for themselves and don't

care about others. 1 2 3 4 5
9., I spend my after-duty hours with people
in this coapany. 1 2 3 4 5
10, My closest frieudships are with the people ;
I work with. 1 2 3 4 5 v
ll. The officers in this company doun't spend a
enough time with troops. 1 2 3 4 5 |
A 2
% 12. I am i{impressed by the quality of leadership -
ER in this company. 1 2 3 4 5 i
Vﬂi s
oy
'.:"L. a
Y 2
¥ :
4 )
3
~ie- ;
- H
\ \\ -------- e .} \._’ -‘L .I_‘
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ﬁé ; Strongly Disagree Can't say Agree Strongly
° Disagree Agree
1 2 3 g 5
L
i 13, If I have to go to war, the soldiers I
-4 %ﬂ regularly work with are the cnes I want
By with me. : 1 2 3 4 5
"Qf‘b“}\-
i l4., The NCOs in this company don't spend
J,‘wy enough time with the troops. 1 2 3 & 5
8 ,.-:‘\:- M .
del.  15. I really like the work I do. 1 2 3 &4 5
W :
P 16, T think this company's job is one
f of the wost important in the Arumy. 1 2 3 4 5
] 17. I would go for help with a pérsonal
; problem to people in the company chain-
;ﬁ of-coumand. 1 2 3 4 5

Wi 3 18. I have a loct of confidence in our weapons. 1 2 3 4 5

19. I have real confidence in our coupany's
ability to use our weapons. 1 2 3 4 5

;& 20. I think the level of training 1ian this
5 company 1is very high. 1 2 3 4 5

””&” Zl., If I have to go iato combat, I have a lot
g of coufidence in myself. 1 2 3 4 5

22. In this company, people of different races

i mix during duty hours. 1 2 3 & 5
-C{# 23. In this company, people of differeunt races
e YN mix afrer duty hours. 1 2 3 4 5
A -_—
. 24, Most of the people in this company can
. be trusted. ' 1 2 3 4 3
S
25. 1 want to spend my entive enlistment
in this company. 1 2 3 4 5
0 26. My superiors make a real attempt to treat
ﬁﬁ?} me as a person. 1 2 3 4 5
A
RO
S 27. People in my company would support me
B Kﬁ in difficult situations. _ 1 2 3 4 5
) 'Q 28. As time goes on, people in this company
s will get even tighter. 1 2 3 4 35
¥
e
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¥
??; Strongly Disagree Can't say Agree Strongly
;3 Disagree Agree
. 1 2 3 4 S
29. I like being in this company. _ 1 2 3 4 5

30, In this company, you don't have to watch
your belongings. 1 2 3 4 5

31. In this company, people really look out
for each other. 1 2 3 4 5

32, I think we are better trained than most
other companies in the Army. 1 2 3 4 5

R 33. The officers in this company would lead
5 well in combat. 1 2 3 & 5

g%ﬁ 34. The NCOs in this company would lead well
' in combat. 1 2 3 4 5

»
‘FE; 35. Soldiers in this company have enough
skills that I would trust them with my
life in combat. 1 2 3 4 5




SQUAD/PLATOON PERCEPTIONS

E4s AND BELOW COMPLETE THIS SECTION.

E5s AND ABOVE GO T *. ', “FAMILY LIFE."

I'he quesgtions below asx you about your feeliangs toward veur squad
and vlatoon. Read sach ststement carefully, and then . .rcle the
nusber cocrresponding tuv the answer that best describes hovu you
fe'le There are five possible answers; these are:

Strongly Cisag:ee Can't say Agree Strougly
Disagree : Agree g
1 i 3 4 S
i. T like being in this platocon. 1 2 3 & 5
2, ¢ like being ia this squad. 1 2 3 & 5

3. . spend ~ lot of time wiih members of
ay squad 4.%er dury hourdu, 1 2 3 4 5

4, I spend a lot of time with members of

my plat *on after duty hours. 1 2 3 4 5
5, Aft- nuty hours, blacks tend to hang out

with blacks, 2mnd whites with whites,

and so «rmi, 1 2 3 4 5

6., ¥ sguad leader is «fien included in
after-duty actisit:2¢ of other squad
wembevs. 1 2 3 4 5

7. I capr go to most pecile in my squad
fer help when I Lave & personal problem,

like heing in debt. 1 2 3 3

d. I can gc to most people in my platoon
for help when I have 2 personal problem,
Jike beivg {1 debr. L2 3 4 5

¢, Most peuvple in my squad would

leud we woney in an emergency. 1 2 3 4 5
10. doer prople in my plaroon would
leud re¢ w3nev in an emergency. L 2 3 4 5

Il. My platoou s:czeaut talks to me
persunally outside normal duties. 1 2

[
L~
(¥4



Strongly Digsagree Can't say Agree Strongly

Disagree Agree
1 2 3 4 5

2. My platoon leader talks to me

personally outside norwal duties. 1 2 3 4 5
l13. The company commander talks to me

personally outside normal duties. 1 2 3 & 5
l4. My officers are interested in my

personal welfare. 1 2 3 4 5
15, My NCOs are interested in ay

personal welfare. 1 2 3 4 5
16. My officers are interested in what I

think and how I feel about things. 1 2 3 5

e 17. My NCOs are interested in what I
e think and how I feel about things.

-
N
[V
Lo
wi

xﬁﬁ' 18, My squad leader knows his(her) stuff. i1 2 3 4 =

[
~N
W
&

Wy

&ﬁs 19. My platoon sergeant knows his(her) scuff.

20. My platoon leader knows his(her) stuff.

—
[ar ]
W
&
wh

A

» 2l. If we went to war toamcr. , [ would

& feel good about going wi.u my sSquad. 1 2 3 4 5
:ﬁf@ 22. If ve went to war toworrow, L would
o feel gcod about going with my platoon. 1 2 3 4 5
ﬂﬁﬂf 23. Most soldiers in my platoon would de
A a zood job if they were givea a squad of
¥ soldiers and told to take charge of them

f}ﬁ in a zombat mission under enewmy fire. 1 2 5 & 5
:ﬁ: 24 . Officers in my cowmpany are the kiad I
e would want to serve under in combat. 1 2 3 4 5
sﬁ!~ 2. NCOs ia my ccmpan, are tihe kind 1
i:?; would want to se ve under in combat. 1 2 3 4 5
Qx.‘ 26. My leaders axpect too much from me. i 2 3 4 5
fﬁig 27. My¢st coumpany leaders have confidence
- T in ™y abilicies. 1 2 5 4 5
*‘)-‘:‘:J\
3332 28. My chain-of~command works well. i 2 3 4 5
-’!Hi,:-"’l'q:I
% GO TO THE NEXT PAGE.

il
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FAMILY LIFE

Theze questions are only to be answered by wawried individuals.
Please rate how yeu feel about each of these issues as they
affect your own life. There are five poscible answers; these are
listed below. Circle the nuamber corresponding to the answer that
best describes how you feel about each aspect of your life.

Completely Somewhat Can't Say Somewhat Completely
Digsatisfied Cissatisfied Satisficd Satisfied

l 2 3 4 B '
le Marrigge.ccosoeesccscsecnranonscivscnsna
2. Family lif@ceseceecenacacnesnnnncosssense L 2 3 4 5
3. Healthoiioiceeeeeveencnacanans I 2 3 4 5
4. Neighborhood.....cereeeecesanroocenas | 2 3 4 5
5 TFriendshipS.:ieeeoesoosercsenanansance | 2 3 4 S
6. COMMUNICTY.ceiieeireveosavonsososasns .
7. Housing...oeoeeuvean cerereenas ceseossas | 2 3 & 5
B. Standard of living.eeeveeeeoassonceae | 2 3 4 5
9. Family InCOmM@..tete-nesvssarnessnvevsns | 2 3 4 5
10. Amour® of educatiofN...civesenncceeoe |} 2 3 4 5
Ll. SaviBgs ..o eeeneieeeneaononsas oo e e l 2 3 4 5
12. Life a4 a whol@ .. eieerrenoencesonoese l 2 3 4 5
13. The unit I am assigned CO.vvevenenas 1 2 3 4 b
I4. My dufy DROULS. ... i ierevesnennsnsa | 2 3 A 5
l15. The Location of cthis post....cvccu.. I 2 3 4 5
lé. My unit's leave/time off policies. l 2 3 4 5

17. My unit's traianing and fi.ld
exercise schedule...cievieeoeenea . 1

8
(95
&~
[®]

23~




Compleccly Somewhat Can't Say Somewhat Completely

Dissatisfied Dissatisfied Satisfied Satisfied
t 2 3 I3 5
18. The concern amy unit has for
families...oeeeiiieneennennuacenenes | 2 3 & 5
19. Arwy pay and allowances......-eo0c0.. 1 2 3 4 b
20. The Acrmy way of Life@eevoeseoeneennns 1 23 4 5
2l. The respect the Army shows wives.... 1 2 3 4 5
22. The job security in the Army........ 1 2 3 4 5
23. The scandard of living in the Armv.. | 2 ] 4 5
24. The Army's retirement benefits...... 1 2 3 4 5

25. The family life you can have in the

ATBY e e evravecacoensossrssonsasoacssesre L 2 3 4 5
26. How my wife would feel if I decided
to make the Army a career......-.=.. 1\ 2 3 4 b

27. 1f you could get out o0f the Arwmy tomorrow, would vou?

Definitely No Not Surea Yes Definitely
No tes




a2
ﬁ@ﬂ 1f you are currently living with you wife, answer questions 28
" througn 138. If you are not currently living with your wife, you

are finished with the survey.

P Below are listed several potential helpers. When you are away
@} from home (for example, in the field), who :an your wife count on
}?I for help? You should answer by using one or five numbers on the
Khﬁ scalie below to indicate on whom your wife can depend:
“":‘:.
;“ Definitely No Not Sure Yes Definitely
No Yes
l 2 3 4 5
28. Some cther wife in your unit........ 1 2 3 4 5

29. A neighbor (someone other than another
wife in your unit)....seveeerneeeoas L 2 3 4 S

30. A frieand (someone other than another
Wwefe 1 your uUnlt)eeeceeevasoneveaaas 1 2 3 4 5

Es ]
o
.

Someone in your chain-of-command
(like the Rear Detachment, Battalion,
etc.)"lll.lv.....‘.....‘.i.l.'...‘. l 2 3 4 5

32. A local military agency (like the
Chaplain, Army Community Service,

< L 2 1 4 5,
33. Has your wife made any friaads 1. NO
among the wives of soldiers from 2. YES

your uait? (Circle only ocne number)

«
-
"

P
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These are some questions about the community where you live.
There are five possible answers to each question; these are
listed on the scale below:

Strongly Disagree Can't Say Agtee Strongly
Disagree : Agree
1 2 3 ) 4 5

Sy
«
-l

*
L

Using the scale above, circle the number that best describes how
you feel about each cstatement.

._;_.:“g} L
FAAAE

ah N

[ 34. People here have no say about what .
" actions this community takes........ 1 2 3 4 5
.ﬁig 35, My role in this community is

ﬁ¥ active and involved.....i.civiievnaes 1 2 3 4 5
I

MR

%ﬂf 3J6. We can trust our community leaders.. 1 2 3 4 b)

37. I1f there were a serious problem in
this community, the people here could
get together and solve it..ce.ceeeees 1 2 3 4

N

J8. I1f I had an emergency, even people 1
do not know in this community
would be willing to help...vecionoa. | 2 3 4 5
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VOLUNTEER AGREEMENT

l. NATURE OF THE STUDY

The purpose of tu.s research is to assess the psychological and

behavioral effects of new unit organization on soldiers.
2. BENEFITS OF THE STUDY

You will have no direct benefit from this study. Infermation gathered in
this study will help Army leaders determine positive and negative consequences
of new unit organization, training and deployment for the benefit of future
soldiers and units.

3. DURATION OF THE STUDY

The study requires administering this questionnaire to saldiecs of
selected units five times over a three year period.
4. RISKS, INCONVENIENCES, AND DISCOMFORTS

Taking this survey involves no known risks, inconvenlences, and
discomforts.

5. CONFIDENTTALITY OF RESEARCH RESULTS

All information about you and your aanswers obutained froam this
questionnaire will be treated as coufidential medical i{uformztion and
protected by the Privacy Act statement of 1974.

6. SAFEGUARDS

Taking this survey involves no known health risks which require
safeguards. Results that are reported will be done in such a way that your
answers given here cannct be associated with your name or any other
identifying information.

7. ALTERNATIVES TO PARTICIPATION IN THIS STUDY

12 you conseut to participate, you will receive no pay or uo special
trestment for parcicipatiou. In addition, if you conseat to participate, you
agree that your answers can be used by the staff of thie Walter Reed Avrmy
Institute of Kesearch in order to assess the effects of new unit organization.

You do have zhe right to withdraw consznt to participate in this study at
any time., 1f you decline to participate or leave the study, this will in no
way couni against you, and you will incur no loss of benefits to which you are
ancitled.

8. COST TO YOU FROM PARTICIPATING

The only cost to participating in this study is the time it takes to fill
out the queszilonuaire.
9. NUMBER OF RESYONDENTS IN THE STUDY

Cver the three year period, approximately 50,000 soldiers will have been
surveyead.
10. VOLUNTEER STATEMENT

1 hereby voiunteel Co participate in the New Manning System Field
Evaluation being conducted by the Walter Reed Army Instirute of Research,
Washington, D.C.

(Participant's Signature) (Date)

B o e - - - - - “ o L, " - -
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(Principal Invescigator's Slgnature) (Date)
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PRIVACY ACT

., z\}
N
a}

1. AUTHORITY FOR COLLECTING INFORMATION
10 USC 176, 10 USC 301Z, 10 USC 5031, and 10 USC 8012.

2. PRINCIPAL PURPOSE FOR WHICH INFORMATION IS INTENDED TO BE USED

Ihe purpose of requesting information is to assist the Army in
understanding the psychological and behavioral issues that affect soldiers and
unit readiness.

3. ROUTINE USES OF INFORMATION

The inforwation obtained in this survey will be combined with data
ovtained from other soldiers and their families participating in the New
Mzaning System Field Evaluation study. The entire set of information will be
analyzed by the Department of Military Psychiatry, Walter Reed Arwmy Tnstcituce
of Regearch and then be used by the Office of the Deputy, Chief of Staff for
Personnel to evaluate psychological and behavioral effects of the New Maning
System on soldiers, their families, and communities. Your name and Social
Security Number will be used by researchers as a means of tracking changes 1n
attitudes of soldiers over time. Your name and Social Security Number will
alsc be used to match information obtained in this questionmnaire to other data
Sources. Results of this study will be reported in such a way that you are

'§§ not personally identified nor your answers associated with vour nawe.

Fel'n

.:’.'\_'J

ﬁ}ﬁ 4. MANDATORY OR VOLUNTARY DISCLOSURE AND THE EFFECT ON THE INDIVIDUAL HUT
;f; PROVIDLNG IH1S LNFORMATION

,Laﬂ lhe disclosure of the requested information and participation in this

study is voluntary. Nothing will happen to you if the requested data are not
furnished.

This form along with a copy of the Volunteer Agreement will be retained
by the principal investigators as evidence of your participation in this
research project as required by AR 70-25. All information of personal uature
will be compiled in statistical form along with an anonymous identification
code so that your answers cannot be traced back to you. A copy of this
Privacy Act statement and Volunteer Agreement can be obtained frum the person
adalnistering the survey questionniare.

You have read and understand the Privacy Act statement above:

(Signacure)

{Social Security Number)

(Today's dacte)

QUESTIONNALRE NO.

~28--
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Appendix II: Instruction Sheet for Administering Questionnaires
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THE NEW MANNING SYSTEM FIELD EVALUTION: SOLDIER SURVEY
INSTRUCTIONS FOR ADMINISTERING QUESTIONNAIRES
In this mwemorandum, we will inform you of the procedures invelved in

getting the questionnaires to you, the mechanics of administering the

questionnaire to soldiers, and finally procedures for returning the completed
questionnaires.

Receipt of the Questionnairas

- You ghould receive a shipment of uncompeleted (blank) questionnaires from
Soldier Support Center. This box will contain the following elements:

(1) uncompleted (blank) questionnaires;

(2) extra coples of the Privacy Act and Volunteer Agreement stataments;
(3) return mail label; and

(4) Data Collectors Observation/Eeaction Sheet.

If you do not receive these elements, please centact Mr. Lew Wright, US
Army Soldier Support Center, ATTN: ATSG~DSA~-NM, Ft. Benjamirn Harrisom, IN
46216 (AUTOVON 699~4784) or CPT James Griffith, Ph.D., Department of Military
Psychiatry, Walter Reed Army Institute of Research, Washington, D.C. 20307-
5100 (AUTOVON 291-5312/5261; Commercial 202-427-5312/5261).

Coordinating the Where and When of Questionnaire Administration

As you are aware, one of the most important aspects of any study like
this is to maintain the goodwill of leaders in those units which are
surveyed. We therefore strougly suggeat you coordinate the time and location
of the questivanaire adminlistration at the convenience of each unit's First
Sergeant at least four weeks prior to the raquested date. You can draw on the
Coucept Paper (see enclosursz) which outlines the nature and purpose of the
gtudy to emphasize the importance of this research effort.

It 18 iwmperative that you not administer the questionnaire immedistely
after major unit eveuts (e.g., vight after ARTEPs, coming in from the field),

or during nouduty and odd duty hours (e.g., before breakfast or after supper)
or ou weekends.

Qur goal is to achieve a 100X sampling of all soldiers available for duty
on the day that the survey is administerad. At a winiamum, 80X of the entire
unit shiould be surveyed. Achieving the required 802 sampling may require a
make-up session, Only one make-up session should be held even if the 80%
sample is not obtained. OQur past experience has shown that visiting a unit

wore than two times during a data collection period jeopardizes cooperation
and rapport with unit leaders.

Procedures for Administration: Directions and Informed Consent

Depending on time constraints, you way wish to start with a very brief
summary of the study's alm; this can be gleaned from a concept paper which you
Wwill be sent to you prior to the first questionnaire administration.
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Express our gratitude to the soldiers for their participation in this
{important study. e.g., “"Without your help, Army leaders will not know how to
improve the quality of life of sgoldiers.”

Have each soldier page through the questionnaire instrument to ensure
that all pages are present; TOTAL PAGE COUNT = 28,

You then shiould read aloud the Instructions (p. 2).

You then should move to the back two pages of the questionnaire
instrument. Read the Volunteer Agreement statement first _p. 27). Have the
soldiers sign it, and tell them that this page and the last page will be
physically separated from the questionnaire instrument so that no one will be
able to associate their names with the information they give on the
questionnaires. Next, read the Privacy Act statement (p. 28). It is very
important that soldiers provide their Social Security Number, as data like PT
gcores, marksmanship scores and so on obtained through other sources (for
example, through TCATA) will be matched against the information they provide
in the questionnaire instrument. Again, eumphasize confidentiality and the
fact that this page toc will be physically separated from the questiomnaire
instrument. Demonstrate to soldiers that both the Volunteer Agreement and
Privacy Act statements (pp. 27-28) will be physically torn from the
questionnaire instrument and placed in your brief case or some other container
separate from the completed questiounaires.

Agk if there are any questions.

Mention to soldii-s that blank coples of the Volunteer Agreement and
Privacy Act statements can be obtained from you. You will be provided with
blank Volunteer Agreement and Privacy Act statements in the box you receive.

General Information Section

To eliminate time-consuming data cleaning and keypunching error, soldiers
should complete Item 1 in the "General Information” gection ac correctly as
possible. Company or Battery should be indicated as "A,” “B,” “C,” eor
“HHC.* Battalion should be indicated as "1,” "2," or "3." Regiment should be
indicated on the third: line next to the word “Regiment.” Make sure that
gsoldiers do not place something like "*“2/85" in the Battalion blank; this

should be "2 Battalion™ and "85 Regiment.” Please bring this to the soldiers'
attention.

E4s and Below Whe Complete the Questionmnaire

Make an announcement that cnly E4s and below take the “Squad/Platoon
Perceptions” Scale; indicate page numbers (pp. 21-22). All other soldiers
(E58 and above) should proceed to the “Family Life" gection (p. 23) after
having reached the “Squad/Platoon Perceptions” Scale.
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Married Soldiers Completing the Questionnaire

All married soldiers should complete the “Famly Life” sectiom of this
questionnaire (pp. 23-26). Soldiers not currently living with their wives
should not complete the last few questions in the “Family Life™ section
(namely, Questions 28-38 on p. 25~26). In other words, married soldiers not

currently living with their wives are finished with the survey at Question 27
(p. 24).

Verification of Respondent's Answers

When you receive the completed questionnaireg, you should make every
attempt to quickly page through the entire questionnaire instrument to ensure
that soldiers have not failed to complete whole sections when they should
have. You also should pay particular attention to key soldier informationm,
for example, the soldier's unit, rank, and especially, the Social Security
Number on the Privacy Act statement. If the soldier does not fill out
his(her) Social Security Number for fear of reprisal, emphasize the
confidentiality of results.

Data Collectors Observation/Reaction Sheet

Because of resource constraints, our staff cannot be at every
administration of the questicunnaire. You will be our "eyes" in the field by
making observations. Please fill out the Data Collectors Observation/Reaction
Sheet (enclosed) and note any current events that might bear on data analyses
and interpretation of results (e.g., recent change-of-command, receant

community catastrophe, etc.). This information will then be included in our
data analysils.

Return of the Completed Questionnaires

When returning the questionnaires, we ask that you return the following
in the same box (or similar box) in which the questionnaires arrived:

(1) the completed questioannalres;

(2) uncompleted questionnaires; '

(3) Privacy Act. eétatements;

(4) Volunteer Agreement statements;

(5) current unit alpha roster (having Social Security Numbers, rank,
marital status and number of dependents);

(6) and the Data Collectors Observation/Reaction Sheet.

These six elements should be distincctly separated and demarcated in the
box. Ensure that no soldiers are present when you enclose both the completed
questionnaires and the Volunteer Agreement and Privacy Act statements. After
these elements are placed in the box, package the box and securely fasten the

address label to the outside; this label was sent along with the uncompleted
questionnaires.




Reporting of Results

You, the data collectors, will be informed of results of the NMS Soldier
Study. The enclosed Concept Paper describes the nature and purpose of the
---gtudy 8o that you will be able to explain these aspects to inquisitive
goldierg. Brief reports of results will then follow for your information as
well as for inquiring soldiers.
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Chapter VI

THE NEW MANNING SYSTEM AND FAMILY ISSUES
1. Introduction

a. HQDA (ODCSPER-DAPE~-PSB Ltr 5 Aug 85) has asked WRAIR

to address three family issues =g part of our NMS study
efforts. These issues are as follows:

(1) The adequacy of existing Army family support
systems to meet the special needs created by the COHORT system.

(2) The role of the fawmily in the development of unit
cohesion and readiness in COHORT units.

(3) The identification of COHORT impacts on aonCOHORT
personnel and their families at the installation and coummunity
levels.

b. This section addresses the first Iissue Yy reviewing early
NMS family policy and program initiatives, highlighting
information from two WRAIR NMS family studies, and by commenting
on WRAIR's initial invoulvement in the current battalion rotation
initiative. The second HQDA issue 1s discussed in terms of
WRAIR's ongoing family research activities and includes some
preliminary findings. WRAIR has ounly limited information on the
third HQDA igssue. Observatioas (Lewis, 1985) «f one COHORT
company's movement and integration into an OCONUS community
provide the basis for comment at this time.

2. Family Support and COHORT
a. The development of unit-family relaticnshnips.

(l) The current attention being given to the rotation
of soldiers and families in COHORT battalions ls important, and
the issues are complex. It is just as ifmportant, however, to
remember that rotation is jusc one event in the "Unit Litecycle”
which includes foruming, training, sustaining, and deploving
combac units. In some units (and higher ccmmands), individuals
talk about their unit "“COHORTing,"” when ‘n realitr they describe
only the actual rotation uf their unit to an overseas stailon.
Attention is exclusively event-focused and individuals have lost
sight of the larger context within which various NMS lifecycle
events occure. They have also lost sight of tae cpportunitiss the
COHORT unit lifecycle provides for the davelopment and
maintenance of unit-family relatiom:sulpe.

(2) Our concern for tue needs of COHORT families should

consider more than just the experience of certain unit-reclated
events. We also ueed to focus our attention vn the context of

vi-2




these experiences. For example, the stability and predictability
of a COHORT unit's iifecycle provides an ongoingopporiunity for
the development of family bonds well as family identification
with the unit and with the unit’'s mission. The development of
such bonds and unit loyality should help to buffer these families
from some of the stressful life occurrences that are a normal
part of a military lifestyle (e.g., frequent field duty, training
deployments, overseas rotation, and the normal fears that family
members have for the well being and safety of their husbands and
fathers when faced with potential or actual combat deployment).

(3) As previously reported (Martin, 1985), ocur initial
research suggests that this bonding and identification can
enhance the general well being and life satisfaction of unit
wives. WRAIR research findings from a sample of COHORT companies
suggest that this bonding and identification does occur when
units take advantage of the full COHORT lifecycle to vreach out
and suild relationships among families and between the unit and
its families.

(4) Unfortunately, this research alco suggests that
many units are not taking advantage of the CONORT lifecycle
opportunities. Newly arriving families are often not welcomed to
the unit, thare is usually ro family involvewert in rites which
;ﬂ mark the urit's establishment, and there i3 typically no ongoing
; plan for developing and sustaining fawily involvement in unit
based activities.

‘kj (5) As with unit training, leaders do not see these
\ﬁ“ units any different than traditional individual replacement

;EHH units; they have no vision of how to capitalize on COHORT unit
@? stability. Military training activities in COHORT units often

e remaia fixed on the next task (e.g., ARTEP, NIC, REFORGER, etc),
E?ﬁ% and not on enhanced opportunities for progressive individual and
B cross training, or even less "“days in th: field.” In the same

oy way, unit-family relationships often center on the narrowest
é@,; aspects of critical events like obtaining passports for an OCONUS
Y

move. Units fail to build on the cpportunities thesn lifecycle

§§1 events present for the continuous involvement of famlly members
N in planning and carrying out unit-based responses Lo normal
Nw; military family life demands, such as preparing for an extended

field exercise.

Ds Forwzil family supports

(1) In 1982, The Adjutant General's Office (TAGO),
acting as the orfficial proponent for NMS family issues, develcped
an alaborate model for eunsuring formal =support servicres for che
family members of soldiers assigned to COHORT u=nits. This unit
lifecycle model cente-ed on the enhancement of fam!ly-uni:-
community relationships. It was designed to capitalize vn the
nersonnel stability of these units as well as the units'

redictable schedules., Under the ausplce of the Army Commun%ty
gervice Division at TAGO, an effort was made to implement a "Long
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Range Family Support Plan" (LRFSP) in FORSCOM and USAREUR NMS
COHORT wunitse.

.h:‘:}__w‘:n_;;. y .:i T

(2) When the LRFSP was originally developed, the hope
was that the local catalyst for this initiative wowld be a Family
Support Officer (FS0O) designated for each parent regiment.
Subsequently, modifications were made to the implementation of
the regimental aspects of the NMS, and the FSO position (or
something comparable at the brigade or division lavel) never
materialized. Without an FSO, the coordinaticn of the LRFSP
initiatives became the respounsibility of the local Army Community
Service (ACS) Officers. Based on our limited observations,
FORSCOM and USAREUR ACS programs have lacked the staff, command
support and interest in assuming the responsibilities necessary
to implement the LRFSP as it was originally conceived.
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(3) With the decision to develop an NMS COHORT
Battalion Rotation initiative, HGDA adopted the original LRFSP as
the New Manning System Family Support Plan (NMSFSP).As with the
earlier initiative, this plan directed ACS to be the focal point
for NMS family support services and the local ACS officer to be
the point of contact for coordination aand planning of all support
to NMS families. In addition, a HQDA ODCSPER Policy Letter (4

s

[ g Y

TS T
|

F June 1985) directed senior COHORT Commanders to appoint a Family
i Services Support Officer (FSSO). The FSSO 1is to develop a Unit~-
7. Family Support Plan in addition to his/her other duties. The

B policy letter also required the FSSO to serve as the focal point

)

within the battalion for family matters, and to serve as a
liaison to the installation ACS.

(4) During our initial contacts with 6 of the rotating
battalions and the CONQS and USAREUR communities supporting the
battalion rotation initiative, we found a general lack of

T e,
T

L awareness of the existence of the NMSFSP among both command and
gg coamunity officials. We have not seen an FSSO and we have mnot
%' found an ACS program that has undertaken the role as focal point
? for NMS family support initiatives.

PN

N

(5) This does not mean that the units and/or
communtities have been ignoring the family issues associated with
battalion rotation. In fact, most units and Linstallations have
spent considerable time and energy on 1issues that relate to
family movement overseas and back to CONUS. In most cases a
division staff officer, and the battalioa S5-!1 and/or Chaplain are
playing critical roles ia this planning process. 1Ia some cases,
there has been a key installation staff officer assuming

responsibility for the coordination of many other family support
igsguesg.
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(8) Although situations are continually {improving,

there appear to be two deficits in planning foruwal family support
of the battalion rotation initiative:
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(a) There is no assurance that an appropriate
staff officer at the unit and installation levels has been
appointed to coordinate all aspects of family support for
battalion rotation. Ideally, these individuals should have had
access to "lessons learmned"” from the numerous company level
4 rotations that have already taken place as part of the NMS.

A There should also have been information available to the officers
v

coordinating rotation planning at the unit and installatiom from
some of the other battalion (and above) deployments that have
taken place in the Army over the past few years. Instead of

e developing everything from step one as if nothing came befcre, we
&Q should have been able to build omn past experiences. At this

' point we have not been able to do this. An "institutional
memory” just does not exist. The concern now is to insure that

W

QH we create this memory as a resource for future rotations.

ua
4 (b) While most commands/units have paid a great
jﬁ} deal of attention to the "logistical" aspects of moving families
B to and from USAREUR, less attention has been paid to some of the

"people” aspects of the rotation.For example:

-~ Only a few units have actively scught to
involve family members in the rotation planning process. Units
are not takingy advantage of the experience that exists among
fawmily members. For example, scldiers and thelr wives who have
lived in the gaining commands/communities or who speak the local
language could play a role in the preparation of other families
for the rotation. Units are also missing the opportunity to use
these preparations as a vehicle for bringing families together
around a coummon life experience. Such collective activitles
provide the opportunity for self-help initiatives and the

promotion of bonds among families and between tle2 unit and its
families.

== There have been many command and community
plans developed in support of the family aspects of rotation, but
very little of this information has reached the soldier and his
wife and children. While it is true that prematurely providing
"facts"” only to change them a few days or weeks later can be very
damaging, it is even worse to let ignorance and rumor prevail.
Scome units have recognized that their families can tolerate an "I
don't know"” as 1long as they feel that their leaders are working
on the issues and keeping them informed. Units that have held
family briefings, and or mailed family newsletters directly to
unit wives, have significantly reduced fears, rumors and stress,
and have at the same time fostered a positive mindset about the
“) rotation. This sharing of information has also been an important
' contribution to the development of positive unit-family
relationships.
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== Most units have not been taking advantage
of the pre-rotation period to better prepare family members for

overseas living. For example, this would be an ideal time for
the unit, 1in coorperation with the local Education Center, to

PR

o S

PRt S

—

VI-5

'»_—,:—-Tfa- §

AL A ) §8500 108 r}ﬂ}}{'l}\rwmﬂm’}m%}«)}f B R R 4!

rode A mm Mr h ot m ke b b A el lom el e e L _

BorErACATRONE

=NPTENINE R IRV N I WA FE. VR ] PN RN T 2




L3
L¥h

)

)

! ]

ﬁl sponsor cultural and language tralning prograxs. Many of the

%f units will be experiencing long filield trainiog exercises during
! the months prior to rotation. This provides an {deal time for
4 these hinds of family rotation preparatious. A cooperative

PN reffort between various community agencies like the Education

Q Center and the unit might provide these wives with some positive

w0

Ed

experiences: a chance to get to know one ancther, a needed
opportunity to get out of the house and away from their children
for a few hours a week, an oppovrtunlty to gain a positive
attitude about thelr new community, and some practical skills
that will ease their transition into a new culiture.
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location requires some unique considerations, the wajority of the
planning 1ssues are the same. A conference for some of the
planners, like staff officers and key uuit wives, would be very
helpful and would allow the opportunity for sharing useful
information and ideas. For example, one group of wives started a
"USAREURIZATION" program for wives., The Iinformation they have
prepared would be useful for all wives moving to Europe,
regardless of location. Sharing this information among the CONUS

battalions would save conslderable time and effort at other
locations.

F.J

f -- At present, there i1s limited coordination
{E between the battalions who are switching locations, but no

QF coordination at all among other rotating battalions. Each of

i these units 1is goiang through the same learning process, and

QF developing plans for disseminating information, iunvolviung wivas'
k} groups, or developing a family support plan. Although each
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(¢) In addition to all of these informal and
formal support ilssues, there are some policy~driven issues that
¥ seem to be having an important impact on married soldiers and
gﬂ their families (in some cases these lmpacts also extend to single

soldiers). Each 1ssue warrants some individual discussion.

-= In recent ianterviews with unit cadre and |
first~term soldiers (including single soldiers) from rotating
COHORT battalions, continual mention was made of the problem
married first-term soldiers face 1n deciding about extending
their enlistments in order to take their spouses on a ccumand- |
gsponsored OCONUS tour. Most of the soldiers faced with this ‘
decision feel that they are not being fairly treated because this
situation was not explained to them when they enlisted (obviously
it is not possible to know what was or was not promised by the
individual recruiters). Regardless of the dacision they plan to
make, there is almost a universal feeling that this situation 1is
blackmailing them into extended military service. They also teel
that it interferes with their future plans, like coatinued
civilian education.

-- Even worse, many of these soldiers believe
that 1if they take their wives to USAREUR at their own expeunse,

the wives will not be eligible to use any government
facilities. While the source of this misinformation 1s not
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clear, it 4ppears that soue of it has originated from inaccurate
and .incomplete unit briefings as well as from comments made by
unit NCO cadre members. Both the feelings of being coerced and
the belief that benefits will be unfairly taken away, are blamed
on COHORT. This has set many first term soldiers against any
thought of reenlistment.

== While it mav be very difficult to justify
providing COHORT first term soldiers with an 18 wonth accompanled
OCONUS tour, it 1s critical that they receive a complete, factual
presentation of the options from which they have to choose. It
is also important that these types of Army policies be explained
to the soldier in a way that clarifies the fact that they have
nothing to do with @ COHORT unit assiguament.

-= A continual complaint among first-Lerm
COHORT soldiers, especially career-oriented married soldiers, is
their perception that they ave prohibited from any other Army
training. While the 1eality (which is known by very few first
term soldiers) may be that some opportunities are available
(evge, 0CS, West Point, etc.), the perceived lack of training
opportunities like raanger school create the belief that being a
COHORT soldier prevents one from getting all the promotion
enhancing training that other soldiers can obtain. If we can
assume that relatively few soldiers are actually going to apply
COHORT soldiers does nothing more than create an unnecessgary
psycholcgical sense of discrimination and fosters negative
feelings about COHORT.

==~ The psrceived lack of training
opportunities has an added impact on warried soldiers because of
the negative feeliangs about COHORT that arve fostered among thelr
wives. Based on our experience with the wives of first-term
soldiers, it 1s clear that their perceptioans of how their
husbands are treated by the Army (the unit) are the primary
source of their gatisfaction or dissatisfaction with Army life.
They see the Army as more than benefits. For many of these young
families, joiniug the Army has been an opportunity to make
something of their lives. Something as simple as the perceived
denilal of carecer—enhancing the individual soldier would ever
apply or not, becomes a cornerstone of the wife's belief that the
Army 1is trying to her tusband from bettering himself and is often
one of the she gives for encocuraglng her husband to leave the
Arny after his initial eanlistment.

3. The Family And The Development Of Uunit Cohesion And Unit
Readiness

a. Previous WRAIR research suggests the lmportance of family
1ssues to soldier and unit ceadiness. Soldiers experiencing
family-related problems have been observed to lose dUtK time,
demonstrate reduced performance, and seem to be at ris for

physical and behavioral difficulties. Fawmily problems have baen
a major cause of soldiers' fallure to complete fleld trainiug
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exercises, and information from the Israeli Defense Force

suggests that soldiers with family preblems are at higher risk
for breakdown in combat (Noy, 1978).

b. Studies also suggest that families play an important vole
in promoting unit cohesion and in maintaining unit readiness. 1In

a study of married soldiers, Schneider and Gilly (1984) reported
that wives' support for their husbands'careers played an
important part in husbands' decisions to remain in the service.
In a study of Special Forces troops and families (Manning, 1985),
an important relationship was found between spouses' marital
satisfaction and health perceptions. Current civilian literature
(Barling, 1984) also indicates that husbands' job satisfactiocn is
correlated with wives' reported marital satisfaction. Such
relationships are especially important to the military if spouse
adjustment and satisfaction in turn play a role in soldiers'
retention, stress resistance and willingness to fight.

¢, Until now all these relation.nips have been based on
observations taken at only one point in time, so it has not been
possible to attribute causal relaticnships between these family
issues and soldier—unit issues. All we know 1s that one seems to
be related to the other.

d. The current soldier sud fauily related research
initiatives at WRAIR will provide the kind of panel data taken
over time that will allow better understanding of the nature of
these relationships. 1In addition, our research efforts should
allow us to gain an appreciation of how unit and installation
functioning relates to family functioning, an area of concern
that until now has received little 1if any formal sclentific
atteation.

e. Based on curreat research observatiouns, it is apparent
that the mora cohesive and better perform ng units have active
family participation in unit-sponsored a .ivities. Faunilly
meumbers in these units tend to be involved with one another and
are often a source of mutual support in times of crisis. An
assumption to be tested is a belief that such family
participation and family bonding is a direct result of leadership

:2{ initiatives at the company and hattalion level.
imw ;g".l
" {1 4. PReal and Perceived Impacts of COHORT Initiatives on nonCOHORT
.mﬁ& Families
&

a. To date, the only information WRAIR has on this subject
comes from a study of the OCONUS rotation of one COHORT company
into a small USAREUR comumunity. Based on this study (Lewis,

A_u_‘.i..,
..a-;i'
s
Vet

AT

3 1985), it appears that the rotation of a COHORT unit can have
T gl both actual and perceived negative consequences on nonCOHORT
59‘ families in the sawe coummand. The actual impacts come about from
;'& the demands placed on the installation support system by the
.£¥R4 rotating unit, In a small community with limited resources, the
u&é services required can severely tax the capabilities of the
Ry
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B existing staff. When the rotating COHORT unit receives priority
v on the use of installation services and facilities, it can have a
ﬁ%ﬁ direct negative effect on other community residents who also have

need. for the same services.

be The perception of "special treatment” for COHORT unit
'Q{ menrbers and their families will coatinue to be important

i egpecially in smaller communities. In a large commuuity, units
, the size of a battalion can arrive and depart with little public

notice. However, in & small command, such an event would be the
“"talk of the town.,"
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¢c. Based on our limited experience, it is important that the
COHORT unit not receive assistance that has a direct negative
impact on other community residents (e.g., moving nonCOHORT
families out of temporary quarters to make room for incoming
COHORT families). When speclal treatments are provided (e.g.,
assistance in locatiag economy quarters), it 1s critical that
local residents receive factual information about these actiouns
through the community public information system. This
icformation must provide a reasonable explanation for the gpecial
COHORT actions and should demonstrate to all residents the need,

and potential generalized value of these initfiatives for all Army
families.
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d. WRAIR's current battalion rotatlion research will provide
considerable information about COHORT impacts on noaCOHORT
residents. Initial information from this aspect of our NMS
research activities will be available by the third quarter of FY

.“.|‘ 86.

Pl

‘%‘ NOTE: The references cited in this chapter are available from
a‘ WRAIR upon request.
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Chapter VII.

NEW MANNING SYSTEM LIGHT INFANTRY ISSUES

l. Introductlion

a. This report describes results of the reconnaissance
phase of interview and observation conducted at the 7th Infantry
Division (Light) and Fort Ord, Califormnia, during Fiscal Year
1985. It also projects the direction of research activities in
the near future.

b. While the primary theme of the report is a study of the
impact of COHORT (Cohesion, Operational Readiness, and Training),
OSUT (One=-station Unit Training), and other New Manning System
initiatives at Fort Ord, other factors~—-such as the Light Fighter
con:ept, revised FM 22-100 on "Military Leadership” and the Chief
of Staff's 1985 White Paper on “"Leadership,” and the growing role
of military families—--clearly influenced the performance,
satisfaction, career-planning, and day-to-day lives of For:t Ord
soldiers and their families. Where possible, the report
identifies which factors are operative and postulates cause and
effect.

¢. The report has three sections: Methedology, Research
Issues, and Study Projectiouns.

2., Methodology

a, The two primary methecds of data collecting used in the
LID evaluation were naturalistic observations and interviews.
Naturalistic observations consisted of two phases. Phase one
involved informal introductory interviews with senior commanders
and staff officers to explain tha purpose of the study, solilcit
their cooperation, and refine the relevant concepts for later
attention; phase two included interviews and participant
observation. The second method of data collecting was open-end-d
individual and group interviews of soldiers and fawily members.
These interviews provided contextual themes and background
information concerning soldier and family adjustment in relation
to the unit, the post, and the division. Interviews focused on
and defined specific aspects of soldier 1life, such as structure
of the work day, recreational activities, behavioral norms and

expectations of soldiers and leaders, soldiers perceptions of
fellow soldiers and leaders, relational patterns among soldiers
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and soldiers' families, and their perceptions of unit
organization, command climate, and unit performance. Family
interviews examined family stress, family coping patterns, trends
toward mutual aid and support, group organization, and uses of
community support services.

b, During the reconnaissance phase, the regsearch tean
focused in three main areas: (1) the concentrated study of one
COHORT battalion early in itgs life cycle; (2) the sttdy of the
interface among soldiers, their units, their families, and
community support systems; and (3) the comparative study "of the
relationships among leaders and their soldiers in several COHORT
and nonCOHORT battalions and companies. Thus far, all activities
studied have been combat arms units or post facilities directly
concerned with family matters, such as the Army Community
Services and the Post Housing Office.

Ce As a means of formalizing the research partnership
between the WRATR and the 7th ID(L) and Fort Ord, representatives
of WRAIR proposed and the Commanding General, 7th ID(L) and Fort
Ord, approved the formation nf a Study Advisory Group (SAG) and
secured a charter for the SAG as an official Fort Ord
command/advisory committee. The purposes of the SAG are to
advise on, support, and review the HQDA-directed research through
and interactive process that includes reviewing drafts of written
reports and observations, discussing tne implications of the
study findings for the Division and the Army, offering comments
on concept papers, and proposing topics for further study.
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a. Iesue: Relationship Between COHORT and Military
Effectiveness and Efficiency in the /th Infantry Division

(Light).

(1) Observations: Commanders at brigade, battalion, and
company levels report that COHORT units under their command
reached exceptionally high levels of mi'itary proficiency and
readiness for combat in very short periods. Some specific
examples are:

(a) One infantry battalion, and one artillery battery,
were able to go from completion of OSUT throuzh completion of
company/battery ARTEP in 90 Jdays.

(b) A brigade commander repotrted that one of his
battalious, composed of mature (more than one year into the
COHORT cycle) COHORT companies, performed exercises as well as a
Ranger battalion. One battalion commander described his
battalion as approaching Ranger standards, and another said his
battalion was better prepared for combat after 90 days of
training than any units of the 82nd Airborne vivislon at any
stage of training. (He had served five years in the 82nd.)

(c) Artillery commanders in two battalions raported that
their units could deliver fire within 30 seconds after receipt of
the observer's fire request, and error rates were of the order of
one per 200 to 300 wissions. Team work and spe~d 1in occupying
position were judged exceptional by senior commanders.

The coumanders interviewed cited three factors as contributing to
the remarkable competence of their subordinate units.

== The COHORT system.

- Accretive training. Commandetvs reported
that their COHORT units surpassed ian 60 to 90 days the competence
of individual replacement uanits, and kept on improving.

- Mutual support. Commanders and Junior
leaders said that in COHORT units all of the soldlers have a
stake in supporting the development of o¢ne anothar's militar
proficiency, and help each other.

y

b/

- Expectation to fight as a unit. Comwanders
.ad NCOs felt pressure from the junior members of this unit to
teach them progressively more advanced combat techniques.
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-~ The comzand climate in the 7th Infantry
Division.

- Trust. Commanders said they trusted their
superiors, felt they were trusted, and as a consequences could
forget about "covering their asses”™ and get om with the business
of preparing for war.

- Innovation. Coumanders sald their
superiors supported them in experimental approaches and would
tolerate "mistakes of growth" as the price of creativity.

- Security. Confident that they would not be
relieved for trivial or peripheral issues, commanders and leaders
reported that they felt secure enough to allow their gsubordinates
to learn by doing, with minimal supervision,

- Communications. Commanders believed they

could tell their superiors the unvarnished truth without being
punished cor criticized.

- Enthusiasm. Interviewees described the
command climate In the division as "revelutionary,” "a vision

come true,” and "an opportunity to be part of a really superb
military unit.”

-~= The soldiers in first-term COHORT packages.

o

- 1Intelligence. Commanders and first
sergeants said first—-term soldiers are dramatically wmore
inteliigent than the men they had led five years ago.

- Metivation. Commanders, first sergeants
and section/squad leaders reported that their men clamored for
additional training and studied manuals when off duty.

- Professional competence. Officers and NCOs
said they entrusted privates with independent tasks and could
count on excellent results.

- Horizontal boanding. Junior officers and
NCOs said COHORT soldiers policed each other's conduct, helpad
each other to learn and adapt, and supported each other's
grievances,
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}ﬁi (2) Discussion: The salient preliminary finding 1is that

& the COHORT infantry and artillery units in the 7th ID(L) are, in
w4 the opinion of their commai:ders, remarkably competent, gpirited,

Y and cohesive. The officers and NCOs interviewed during the

%Y reconnaissance phase of the research (N = 60, in all 4 COHORT

M? . battalions and in 5 battaliions composed of COHORT companies) were
éﬁd unanimous in praise of the motivation, enthusiasm, and

3%& intelligence of the COHORT soldiers. The research team confirmed
¥ by participant observation the strong motivation and enthusiasm

i of most infantry and artillery soldiers during physical training
@ﬁ and field exercises.

j%\ (a) It is reasonable to expect higher intelligence

%b among the COHORT soldiers in 1985 compared to recruits five years

ago. New accessions in mental categories U and II rose from
15.2% of the total in 1980 to 37.1% in 1984. Concurrently, new
assessions in category IV fell from 50.1% in 1980 to 10.2% in
1984. The 7th ID(L) clearly has more capable personnel than did
units five years ago, but there is no evidence that the soldiers

received by the 7th ID(L) are different from those received by
other commands in 1984-85.

(b) Several officers and NCOs, particularliy in
artillery units, commented that their COHORT soldiers were poorly
trained during OSUT. However, the same leaders reported that
their men learned very quickly and were soon able to function
without supervision. The rescvarch teau, in qilestioning a very
small number of privates selected at random, found that their
military knowledge of tactics, techniques, and the purpose, use,
and maintenance of equipment, was equivalent to that of squad
leaders/section chiefs in other divisions.

- N | -“.~.~
e St el s
o el e v e AL

(c) The COHORT system received praise from 19 out of 20

§%Q infantry and artillery commanders interviewed. The one officer
i who criticized COHORT said it was defective because the
ﬁb logistical system did not provide the necessary supplies,
§¢ equipment, furniture and barracks necessary to support t he
It arrival of a large number of men at one time—-—issues extrinsic to

the COHORT system. Other criticisms concerned the quality of
NCOs and opportunities for career development ocutside the unit--
issues that involve fine tuning of the system, not the basic
philosophy of COHORT.

L

CIEE
&l

-3 (d) The COHORT system, according to commanders and NCOs
in the 7th ID(L), delivers substantially more than was expected
of it. Expected were the possibility -f accretive training and
strong horizontal bouding among junlor enlisted personnel.
Unaxpected benefits include a powerful and centinuing collective
demand for progressively more advanced and sophisticated
training, mutual support in learning military tasks, collective

concern for troubled individuals, and group pressures agalinst

migsconduct. The cumulative effects of these processes are likely
to be even stronger cohesion in combat than was anticipated.
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(e) The exteant to which horizontal cohesiveness is -
harnessed to institutional goals appears to be a function of the
credibility of the mission, the perceived competence, concern,
and honesty of leaders, aund the readiness of leaders to trust
their subordinates. Evidence from other commands, and
3 preliminary observations in the very few units of the 7th

.‘—-.—«sc‘tj;:‘f‘.' N

$h Infantry Divisioa 1in which the leadership 1s deficient,

ij indicates that COHORT soldiers become extremely competent even

% under weak, indifferent, or authoritarian commanders, but they
n may be alienated from those commanders. The presence of several
;m battalions of bright, eager soldiers organized under the COHORT
g

principle and led by competent, concerned, forthright officers

offers an opportunity to study the processes by which superb
units are created and sustained.

X

B

(3) Future Research: What began as an evaluation of the
COHORT unit replacement system has become a8 more important and

complex investigation of the fundamental human dynamics of
military excellence.
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(a) The central questions are:
-~ How did the units in the 7th ID(L) become so good?

-- Why did-it happen to the units in the 7th ID(L) and
not to units in other commends?

== Can the processes be replicated 1in other commands
and other locales?

-= Are the levels of excellence in the 7th ID(L)
sustalnable?

(b) COHORT, an influx of talented soldiers,
implementation of the Chief of Staff's new leadership model, and
growing emphasis on integrating military families are four
' positive factors affecting military efficiency in the 7th
¥D(L). Each affects the success of the others. It will be
possible, by using multivariate research techniques supported by
cn-site .observers, to identify the processes by which the four
factors interact to foster military efficiency. The research
rescurceés are already in place and functioning, the necessary
liaison has been established with commanders at all echelons, and
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b. Issue: Leadership in the 7th Infantry Division (Light),

(1) Observations: Many commanders are practicing a style of
leadership characterized by caring, trust, and open communication
"with their subordinztes. This style of leadership, which was
found to be associated with esprit and efficiency, took a variety
- of forms:

e

T

(a) Trust. Most of the commanders and NCOs interviewed

4 said they would give = subordinate a job and let him do it,

e without telling him how to do it. Later they would use the After
Action Review technique to elicit self-assessment and self-

o criticism.

{b) Respect. Though no leader mentioned respect for
M his subordinates specifically, the research team observed
ﬂ evidence of it 1in collegial interactions between battalion and

company commanders, between officers and NCOs, and between NCOs

and privates. In these interactions men of differing ranks were
A frieandly, professional, and candid in discussing a problem, task,
or experimental approach. Several subordinates mentioned that it

was important to them to have leaders who would listen to their
! ideas and suggestionse.

(¢) Predictability. A few battalion and brigade

- commanders expressed the view that 1f their men know what is

4 coning 1t gives them a sense of control over their lives. They
took pains to see that their subordinates had their own copies of
N training schedules, and did everything they could to avoid

™ changes. Company and battalion commanders were uyneasy that a
higher headquarters would pull the rug out from under them by

. issuing capricious last-minute directives that would compronise

0 their efforts to give their men knowledge of future activities.

? (d) Protection. Several battalion and brigade

QQ commanders assumed responsibility for protecting thelr

i subordinates against last-minute changes, encroachments on
training time, harassment by higher echeloun staffs, reporting and

;ﬁ other non mission-related requirements, and criticism for

h innovation.

L (e) Candor. Several company, battaliom, and brigade

& commanders, and some sergeants major, first sergeants, and

™ platoon sergeants, emphasized the importance of accepting bad

| news from subordinates in a non-punitive manner, and of telling
% subordinates the whol: truth. They described honesty as the

' foundatlion of trust between echelons, and as essential to their
getting accurate feedback from below.

e =

(f) Caring. All commanders and senior NCOs interviewed
mentioned their commitment to caring about the personal and

familial welfare, and the grofessional development, of their
subordinates. The research team observed a great many instances
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of effective, genuine caring behavior by company commanders,
NC0s, and squad/section leaders. The team also observed that in
COHORT units command treatment of one soldier's personal problem
(e.g., sending or not sending a man houme from an FTX when a

fanmily member is seriously ill) becomes a source of satisfaction
or grievance for all of his fellows.

(g) Sharing hardships. Though interviewees rarely
mentioned it, the research team observed that all officer and
most NCO leaders took part in any physical training, field
exercise, or deprivation of food, water, sleep, or comfort that
their subordinates experienced. :

(2) Discussion:

(a) The research team derived from its observations of
leadership styles a continuum of "autonomy--authoritarianism.”
Leaders c¢lose to the autonomy end of the continuum were more
psychologically secure--they could handle the uncertainty
entailed by trusting their subordinates, they did not need to be
reminded of their superior position by deferential acts, and they
were prepared to resist demands by higher headquarters that would
distract their subordinates from the mission or disorient their
programs. Their respect for their subordinates stemmed from
knowledge of the subordinates' capabilities, and from awareness
that thelr success as leaders was a function of their
subordinates' performance. Preliminary observations indicate
that autonomous leaders are associated with superior units.
Officers perceived as being autonomous leaders also gave the
impression of being comfortable in their roles and enjoying the
experience of command.

(b) Leaders close to the authoritarian end of the
continuum supervised their subordinates closely, called for
frequent reports, preoccupied themselves with details, and were
impatient with subordinates' ideas. These leaders, in their

o leadership behavior, betrayed personal insecurity. As they felt
e their moral authority erode, they fell back on formal

AR authority. The leaders wost vulnerable to authoritarianism were
.} squad/section leaders who felt the pressure of gifted privates
e overtaklng them 1n professional knowledge. Authoritarian

Cé behavior in the few units in which 1t was observed stifled

j“ initiative, shut off communications, ruptured trusgst, and set in
1. motion series of mutual reenforcing events that destroyed

;b: vertical cohesion.

'

¢ (3) Future Research:

K (a) The central research questions on leadership are:
Ta

N

%g ~-- How did the autonomous leaders whe have command
»

integrity get 1it?
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-= Does the Army have or can it develop enough
autonomous leaders to lead all its units?

-~ Can an authoritarian leader be developed into
an autonomous leader? If so, how?

-= How do Jjunior enlisgsted men view leaders
perceived by the research team as being autonomous?

-~ Whiech echelons of leadership are most critical?

(b) Evidence from comparative analyses of units in the
7th ID(L) and COHORT units manncd by receunt accessions in other
commands iundicates that leadership is the factor that makes the
difference between ordinary units and outstanding units. The
command climate, and the commanders selected for the 7th ID(L),
nay differ markedly from the climate aud the leaders in other
divigsions. The research team will devote its main effort to
finding out, through serial surveying, longitudinal observation,
concentric interviewing of subordiunates of commanders and leaders
at both ends of the continuum, and detailed bilographical study of
those same commandars, why the leaders in the 7th ID(L) are 3o
remarkably effective. The research team will solicit ideas on
these central research questions from leaders in the 7th ID(L)
through a concept paper.

(c) The question of what consititutes a familial crisis
warranting sending a soldier home from a field exercise 1s
vexing. The research team will monitor this issue in an effort
to define boundaries of compassionate concern and the training
mission, and to ildentify ways in which commanders can receive
messages from their troops about who has a real problem and whe
is trying to manipulate the system.




A o Ty

¢. Issue: Leadership and Time Management in the 7th
Infantry DIvision (Light),

(1) Observations: Management of soldiers' time is a delicate
factor affecting morale, esprit, and vertical cohesion. The
problem has several facets:

(a) Most soldiers of all ranks said they were willing
to put in the time required by the mission.

(h) Junior persounel expressed an expectation that
their leaders would manage the garrison work in such a way that
it could bte done in the minimum time.

(¢) Junior enlisted personnel, and the wives of
suoldiers of &ll ranks, complained bitterly about garrison work
hours being extended beyond the predicted limits.

(d) The most bitter complaints concerned being held on
post after the assigned work had been completed-=-because others
were 8till working, or just in case another task came up.

(e) A few battalion and company commanders expressed
concern that sudden directives from higher headquaters to keep
their men on duty beyond the schedule time could discredit them
as officers who cared for thelr men.

(f) The research team observed one brigade commander
turn down a divisional staff officer's suggestion that a garrison
activity be scheduled on a Saturday with the words, "I'm not in
the business of working my men on weekends.”

(2 Discussion:

(a) The tempo of training and the frequency of field
exercises 1n the 7th ID(L) 1s so lntense that days in garrison,

and the off-duty hours associated with those days, are jealously
prized.,

(b) The research team formed a tentative impressicn
that soldiers would respond positively to legitimate emergencies,
but were able +to tell when overtime was brought on by
mismanagement, lack of planning, or a superior's fear of being
found lacking in zeal., Closely related to, but possibly separate
from, the questioa of the number of hours required in garrison
was the predictabilility of those hours—-—especially toc famlily men
and their spouses.

(3) Future Research: Observers with units and the
family/community team have begun to collect data systematically

on soldiers' and spouses' attitudes toward overtime work. The
research team will solicit the ideas of soldiers and spouses
through a concept paper.
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d. Issue: Leadership and Collective Behavior iu COHORT
Units.

(1) Observations: COHORT soldiers ususally police each
other's conduct, but when they do misbehave they do so ium
groups. This arouses the spectre of mutiny, &nd several
commanders expressed concern on the following points:

(a) One battalion commander said he never had a single
soldier go AWOL; they always went Iin groups, A review of aWOu in
other battalions revealed similar patterns. In one company, lé&
men planned to go AWOL together, with theilr weapons. Their
platoon sergeant detected the plot and intervened.

(b) One commander noted that misconduct involving drugs

and prostitution requires a cohesive group 1f It {is to be carried
out without detection.

(¢) Two commanders expressed concern that the bonding

generated by the COHORT system provides a seed bed for criminal
conspiracies.

(d) Some commanders have decided to experiment with
what one calls controlled indiscipline. Their view is that
future battlefields will require junlior enlisted soldiers to
fight as small groups or individuals, and that uniformicty and
strict adherance to regulations 1is less important than initiative
and self-reliance. Essentially the commanders are raisiang the
question whether organized violation of certain regulations is
damaging to the foundations of discipline in the traditional
sense or enhaancing to discipline in another sense.

(2) Discussion: Commanders report that the COHORT system
generates strong horizontal cochesion, and the research team
counfirmed their observations, This cohesion can be used against
command as well as for it. In other commands there have been a
few situations in COHORT units in which the first-term soldlers
anited agalnst specific abusive officers or NCOs, but have
remained loval to the Army and the mission. Instances of mass
AWOL may indicate that leadership 1is deficient. The motivation
behind misconduct in a COHORT unit may be different from that in
an individual replacement unit. In the example cited above of 14
soldiers going AWOL, the platcon sergeant stopped the misconduct
but did not investigate the reasons bekind it. Reevaluation of
the concepts of conspiracy, wutiuy, and the criminalizing of sone
military offenses in specific settings may be Ladicated. Some
misconduct, such as members of a COHORT wrecking a bar that had
defrauded scldiers or fighting members of another unit, could be
manifestacions of the combat effectiveness of the unit.

Community relations, the reputastion of the Army, and the
possibility of injuries must, of course, be considered.
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(3) VJuture Research: The research team w/1l assemble
comparative data on misconduct and punishments in COHORT and
individual replacement units, then present the issues to
ctficers, NCOs, and first-term soldiers in the 7th ID(L) in a
concept paper for their comsideration. Interviewers will collect
data from soldiers who engage in misconduct, and from their
families, to discover their motivation. These data wili then be
compared with data on the command climate in the soldiers' units.
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e. Issue: Problems Peculiar to Phases of the COHORT Life
Cycle.

(1) Observations: Commanders of battalions with mature
COHORT companies reported that there are variatious, in
motivation, discipline and performance at various points in the
lives of COHORT units. They mentioned the following issues:

(a) Discipline.

== Two battalion commanders described the
following cycles: a surge of enthusiasm and commitment for & to
9 months followed by a slump during which there is widespread

misconduct, theu partial recovery to a plateau with intermittent
pulses of misconducte.

== Two company commanders sald they each
experienced a pulse of misconduct after the initial training
phase. The men, suddenly allowed off base, discovered drugs,
liquor, and women downtown and lost their self-control.

(b) Training.

~= Two company commanders commented on training
their cadre personnel before the COHORT troops arrived. One had
only five days to shake down his cadre, and as a result the NCOs
were not prepared. His tralning program falled and had to be
redone. The other commander had his NCOs on hand for five months
and they went stir-¢razy. Three commanders of COHORT battalions

said they had their cadre personnel for three months, and this
period was ideal.

== Two commanders of battalions with mature
comupanies descrihed their plans for trainiang during thelir
companies' final 18 months. Both said they believed that
intellectually and professionally challenging and interesting
experiences were essential to sustain the enthusiasm and skills
of their men., One had laid out a varied and progressively more
sophisticated program that was costly in transportation. The
other had a program that appeared to be repetitious, though
innovation at company and platoon levels might make the training
progressive. A company commander said that the primary obstacle

to progressive training was lack of funding for air
trawsportation.

-= Battaliom and company commanders of mature
units noted that in their definition of progressively more
demanding training they did not intend to increase physical
denmands. They sgsaid advanced training should be iunteresting,
challenging, and professional, but not be at the hell-for-leather
pace of the initial trainiag-up program. These commanders

percejved that their men will work hard but are not iuterested in
exhausting themselves physically over and eover again. Their men
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are concerned with safety and are aware ¢f the heightened risk of
injury when fatigued.

== Several wives complained that their husbands

were so exhausted that they went right to sleep in the evenings
and slept most of the day on weekends.

(2) Discussion: The ability to predict cycles in a COHORT
unit, and to either implement counter=-cyclic programs or

accommodate down-cycles by scheduling non-critical activities, is
necessary to sustain combat effectiveness, and to avoid burning

units out. No one has yet described or charted the cycles in the:

life of a COHORT unit. Counter-cyclic programs might include
less concentrated initial training so that soldiers could get
acquainted with temptations in town more gradually., However, an
intense period of training followed by an inteunse period of
misconduct may be more conducive to combat effectiveness.

(a) Training programs proposed by battalion commanders
for the last 1l8& months of their COHORT units include mountain,
jungle, and arctic exercises, maneuvers against armies of other
countries, advanced aerial or seaborne assaults, insertion into
unfamiliar terrain, and exercises requiring prolonged independent
action by small units. Most of these are costly. Junior
commanders and lewzders at company, platoons, and squad level may
suggest exercises of progressive sophistication that could be
supported with local resources. ILf funding cutbacks curb
commanders' adventurous training programs, the burden will fall
on the leaders. There will be temptation to fall back on more
testing of physical limits, more meticulous housekeeping, and
eyewash. These measures would destroy the sense of professional
pride in being suprewmely capable of performing a difficult and
essential misslon=--the pride that provides the psycholegical
driving force behind the eagerness to learn and readiness to
expend effort observed in the 7th ID(L).

(b) Training programs that progressively degrade the
physical condition of soldiers are directly counterproductive in
terms of combat effectiveness. Fu-ther, physically exhausting
programs, or programs that keep units in the field for long
periods, may erode the support of families, and indirectly lead
to soldiers coming to resent their units. The Army and the
family are in direct competition for the soldier's time and
energy., Each nmust be accommodated.

(3) Future research: The foremost research task is to
observe and chart the cycles in the lives of COHORT units in the
7th ID(L) and other commands. The research team will derive a
provisional model of the cycles by observing different units in
their first, second and third years, and by making use of
institutional memories--the recollections cof men who have been

%? with older ‘nits from the beginning. To verify and refime the

e model, the research team will circulate it in the form of a

'ﬂ concept paper to senior and junior leaders.
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(a) Respondents will be asked to confirm or modify the
model based on their perception:, and to suggest counter-cyclic,
accomodating, or enhancing measures. As commanders respond to
cycles in their units, the research team will record what works
and fails, as demonstrated by unit performance, attitudes, and
misconduct, and will circulate a second concept paper to
stimulate further thinking.

(b) The research team will observe programs of training
for mature units, and record the effects on performance,
attitudes, and discipline. The team will chart the limits of
junior leader creativity at different levels, and identify
resources that could enhance that creativity. In situations in
which fuuding reductions provoke makework and sterile testing of
physical limits, the research team will record the consequences
to vertical cohesion, and soldier will. The team will circulate
a concept paper on this topic as a means of cross=pollemating
ideas and generating new ones.

(¢) The research team will compare patterns of wives'
reports about their husband's exhaustion (from interviews by the
family/community team) with patterns of unit activity (from
training schedules), and with patterns of soldiers' and spouses'
attitudes toward the Army and the soldiers' units (from soldier
surveys and spouses' surveys).
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Careers.

f. Issue: Effects of the COHORT System on Junior Officers'

(1) Observations: There 1is no coherent program for training
lieutenants.

(a) The divisional Directorate for Plans, Training, and
Mobilization staff operates a five-day orientation program for
new lieutenants.

(b) Battalion commanders each have initiated some
program for training their lieutenants as a group. These
programs vary from occasional lectures to the battalion commander

organizing his lieutenants into a provisional platoon to practice
bagice tactical maneuvers.

(¢) None of the company commanders interviewed had a
plan for training lieutenants.

(2) Discussion: WRAIR has investigated training of
lieutenants in units in other commands. In some compaunies the
commander, or the first sergeant, or one or more platoon
sergeants undertook to train lieutenants, usually on a sporadic
bagis. In most units the expectation was that the lieutenants
would train themselves. Company commanders sald they were r
preoccupled with learning their own jobs. Im the 7th ID(L)
training of lieutenants is no worse tham it is in other
commands. In some companies the platoon sergeants insist on
running the platoons, and the lieutenants are left in limbo. The
7th ID(L) cannot afford to have leaders in trainee status.

(3) Future Research: The research team will replicate in the
7th ID(L) the WRAIR interview program carried out 1in USAREUR
(company commanders, first sergeants, lieutenants, and platoon )
sergeants) to identify the processes by which lieuteunants beccme )
funetioning parts of their companies. The findings will be laid
out in a concept paper for general distribution to company
officers and NCOs to stimulate discussion and ianteraction between
units and the research team.
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g. Issue: Effects of Assignment Policies on Senior NCO
Careers.

(1) Observations: Policies and procedures for assigning
senior NCOs have led to dissatisfaction among NCOs and to a
disproportionate percentage of reliefs for cause.

(a) Senlor NCOs reported, and their commanders
confirmed, that many of the NCOs had been assigned or diverted to
the 7th ID(L) on short notice, without explanation, and under
threat of being barred from reenlisting. :

(b) Senilor NCOs' spouses expressed resentment at the
lack of respect for their husbands by the Army as an institution,
and the lack of consideraticn for their families.

(¢) Battalion and company commanders interviewed
reported that, on the average, one out of three men assigned as
first sergeants and platoon sergeants were replaced. Two company
commanders had toc relieve half of their senior NCOs.

(d) Commanders in one battalion believed they could not
transfer NCOs who were promoted by DA to grades for which there
were no vacanciles in the unit. One company had seven platoon
sergeants (E-7) for three authorized positions.

(2) Discussion: Resentment among senior NCOs assigned or
diverted to the 7th ID(L) arose primarily from a sudden,
unexpected assigument to duty they did not want, That resentment
could not be av.ided. However, it was inflamed by the failure to
advise the affected NCOs of the importance of their assignment in
a letter from some respected authority, such as the DCSPER or

from the Sergeant Major of the Army, and by the threat of a bar
to reenlistment.

(a) The reascuas for most of the senior NCO reliefs were
known to DA prior to their assignment to the 7th ID(L). These
included physical incapacitation, history of alcoholism,
excessive age for assigument to a light infantry rifle company,
and previous selection for elimination from the service.
Subsequent unsatisfactory performance in the 7th ID(L) degraded
company command integrity during the initial intensive training
period, disrupted emergent vertical bonding, and presented young
soldiers with confusing role models.

(b) Most brigade and battalion sergeants major in the
7th ID{L) were active in placing NCOs promoted out of their
positions into appropriate assignments. When the brigade and/or
battalion sergeants major did not address this matter vigorously,

freshly promoted sergeants first class languished in uquad leader
positions or in excess statuse.
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(c¢) The consensus among commanders was that when NCOs
leave their companies because of promotion, it strengthens
the feeling of pride in the company ("our platoon sergeant is
going to take over as flrst sergeant of A/X/Y, and straighten out
those yardbirds"). Such transfers also provide openings for a
few NCOs to assume more responsible positioms in their units
during their COHORT tours. These transfers are not seen &s
disruptive. On the other hand, holding a sergeant first class in
the squad leader position 1s perceived as harmful to the moral of
the individual and <o the other NCOs in the company, and as a
source of tension.

(d) A member of the G~1 gtaff of the 7th ID(L) stated
in mid-July that NCOs now get 6 to 8 months advaunce notice of
reassignment, and that 507 of NCO's assigned to units in the the
Division are one grade lower than the vacancy tc which they are
assigned-—-to allow for promotions during the COHORT 1ife cycle.
Another division staff member questicned whether thiy was an
accurata statement of policy in early November. Whatever
policles are finally adopted, they should consider the importance
of assigning for the start—-up of a COHORT unit NCOs physically,
mentally, aund morally capable of carrying through with the unit.

(3) Future Research: A comparatively smzall number of senior
NCOs and wives were interviewed during the preliminary phase of
this research. The number and magnitude of problems associated
with them mandates extensive interviewing. The purpose is to
obtain information from which to construct a comprehensive
pilcture of what can reasonably be expected of NCOgs assigned to
COHORT units in a light infantry division, and what measures
shiould be taken to assure their welfare and professional
development. A concept paper on these topics will be cfrculated
among senior NCOs and commanders to verlfy its accuracy and
provoke discussion.
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N he 1Issue: Effects of COHORT on Junior NCOs, &

,[-,

(1) Observations: Junior NCOs find themselves under pressure
from superiors and subordinates, and many are unable to handle
the strain.

R,
T

2

—

O e ] VRSB

(a) A few commanders perceived some squad leaders to be
men who had developed habits of just getting by. These
commanders see such NCOs are a layer of resistance to company
commanders' erforts to develop professionalism and a sense of
mission in the first—-term soldiers.

oy |

8 (b) Most battalion and company commanders reported

. thelir squad leaders and team leaders to be of sverage or below
average ability and motivation. They cited lack of relevant

¢ experience, histories of substance abuse, and previous selection

& for elimination. One cowpany commander said that half of his

squad le¢aders were either passed over for promotion or selected
) for elimination.

(¢) A few battalion and company commanders in mature
COHORT units said 2 substantial number of their squad/section

% leadeis were "burned out."” This type of burnout occurs when an

NCO has taught his subordinates all he knows, has run out of
ideas, and feels himself belng overtaken by the bright, motivated
j first-term soldiers under him. NCOs suffering from burnout are

demoralized, critical of the COHORT system, and ecager to get out
of their units.

T

T T T T AR

%{ (d) All the commanders interviewed expressed concern

N about some aspect of personnel management policies affecting the
morale and commitmeat of their junior NCOgs. Some junior NCOs are

a beginning their third consecutive COHRORT tour, and others fear

being locked in. Rampaut rumors, coupled with rapidly evolving
policy, about COHORT NCOs' eligibility for schonling, choice of
i agsignment, and reenlistment opportunities arouse great anxiety
: among NCOs already suffering from burnout.

? (2) Discussion:
2]

- TN

(a) The transition from individual replacement unitsg,
¥ in which NCOs are raspounsible ounly for repeated cycles of

—ey —
LN

y elementary training, to COHORT units, in which training becomes
] progressively more sophisticated for three years, is most

i stressful for the fi{rst-line supervisors. In addition, the

ﬁ first-term soldiers of 1985 are much more professiomnally

demanding than those many NCOs are accustomed to leading.
Several inevitable processes will improve the competence of the

junior NCO corps as a whole and their ability to succeed in the
COHORT environment. Those least able to adapt will be eliminated
by administrative action or by their own choice; they will be
replaced by emergent laaders from the COHORT packages. The
strain of the novelty of COHORT training programs will recede as
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duty in COHORT units becomes the common rather than the
exceptional experience.

(b) Command recognition of the changing demands oan NCOs
and programs to strengthen the ability of junior NCOs to handle
the strain of duty in COHORT units are essential to the success
of the COHORT wunits. Current policies on schooling for NCOs

during COHORT ecycles, reassignment and reenlistment options, and
training intensity should be reevaluated.

(3) Future Research:

(a) The regearzh team, in its preliminary interviewing,
developed different perxceptions about junior NCOs from those
reported by commanders. The NCOs the researchers observed and
interviewed were models of professional competence; they were
deeply and sincerely dedicated to the professlional development
and personal and familial welfare of their men. Rather than
burning out because their subordinates were catching up with
them, they challenged their subordinates te¢ overtake them. The
research team picked its subjects at random, without interference
by commanders, but the number was small. In 1986 the research
will dincrease the number of NCOs interviewed or observed, and
will sample a proportion regarding their attitades on
questionnairese.

(b) As the team refines 1ts understanding of NCOs'
problems and concerns, it will circulate one or more concept
papers descrilting them. These concept papers will stimulate
discussion among commanders, staff officers and NCOs of measures
to support the competence of junior NCOs and protect them agalnst
burnout. The concept papers may include for consideration
summaries of anti-burnout techniques developed to support police,
drug treatment, and medical personnel.
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& i. 1Issue: Soldiers' Misperceptions about COHORT
4

] (1) Observations: First-term soldiers in COHORT units who

i have complaints about any aspect of the Army, their units, or
arrangements for their families tend tc see the solution as
"getting out of COHORT."

(a) Interviews with first-term soldiers revealed that
variations between battalions in policies, and absence of
information, have given rise to perceptions in some units that
being in a3 COHORT unit means a dearth of oprortunities for
promotion, schooling, leadership assignments, and reenlistment
options; and that COHORT is something from which it is imposgsible
to escape. Soldiers see their careers being blighted fatally at
the outset while men in individual replacement units get promoted
faster, can move to interesting assignments, and can control
their fates.

(b) Commanders and NCOs stated in interviews that thelr
better first-term soldiers develop into supevb junior leaders.
They appoint the best first-termers acting corporals as soon as
- vacancies occur, and they promote them as soon as minimum time in
grade and service reequirements are me o Commanders look to
emergent leaders from the COHORT packages to lead the fire teams,
squads, and sectionsg in the next incarnation of their units.

Some commanders send every soldier for whom they can obtain a
quota to Ranger, Jungle, Alirborne, BNCOC, aund specialist schools.

(2) Discussion: The first-term soldiers' dissatisfaction In
the 7th ID(L) seems to stem more from expectations aroused by
recruiters and from rumor thanm from experience. Many do not seem
to be aware of the esteem in which theilr commanders hold then.
Commanders vary in the energy with which they pursue career
development opportunities for thelr first—-term soldiers, and in
their readiness to tell their men how good they are.

B BT

3

i, i

A
f& (3) Future Research:
_§ (a) The number of first-term soldiers 1interviewed so
Q far is too small to describe the origins of their discontents
& with confidence. They use the COHORT system as & scapegoat; it
- {s essential to determiune which of their complaints are produced
HQS by COHQRT policies. The number of COHORT soldiers interviewed or
‘&T. observed will be expanded in 1986,
%ﬂ (b) The discrepancies between the soldiers' view of how
\k; they are treated and the commanders and NCOs' view of thelr value
a' to the Army indicates that some commanders have not opened intra-
& company communicationyg fully. The research tedm will use survey
-Jﬂ data to identify companies in which complaints are numerous and .
. those in which soldiers are relatively contented, then use -
.% participant observers to assess the quality of communications 1n
~g¥ those units. When cause—and-effect relationships appear, they ¥
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will be the subjects of descriptive concept papers for
circulation and discussion at company level.




Jo 1Issue: Factors Inhibiting the Success of COHORT Units,

(1) Observations: There are erratic but serious shortages of
mission~essential equipment.

(a) Several company and battalion commanders reported
shortages of common supply items such as rifle cleaning rods,
cleaning rod tips, poncho liners, magazines for M-16 rifles, and
2-quart canteens. Shortages were not uniformly distributed; one
company 1in a battalion could have a full or nearly full issue of
an item and the other companies have none. The explanation often
given to these commanders, that the item in question was "not in
the supply system" or "unavailable Army-wide,” was evidently not
accurate. Officers added that the most serious effect of
shortages of these common items was that 1t damaged the
credibility of battalion and company commanders urging their
troops to extreme efforts because of the urgency of the
divisional wmission. A company commander's statement to his men
that they were to be ready for immediate commitment in combat on
l October 1985 made little sense when the only rifle magazines in

the company were a few scrounged by trading MRE ratlions to
garrison units.

(b) All commanders reported non—availability of light
infantry wmission-gpecific equipment. Training ir independent
missions and night operations 1s degraded because squad radios
are not available, and batteries for night vision devices are too
expensive to be used for training. Commanders of mature COHORT
units said that lack of light Iinfantry mission-specific equipment
complicates thelr efforts to coanduct the advanced profesgssional
exercises essential to sustain the enthusiastic commitment
throcughout the TOHCRT life cycle.

(c¢c) Brigade, battalion, and company commanders cited
rigidity of COHORT personnel management policies as detrimental
to the efficiency of theilr commands. Some voiced a need for
provisions to transfer soldiers out of COHORT units in such
exceptional gsituatious as proumotilion into excess status or
gelection for 0CS or the USMA Preparatory School. Others
renoried a need for small packets of soldiers to restore the
rifle strength of units that started with understrength first-
term COHORT packages and that lost additional personnel through
injury, elimination proceedings, or promotion. Commanders
reported that COHORT units can assimilate privates from OSUT more
easily than experienced soldiers. The latter tend to disrupt the
networks of vertical cohesion between cadre NCOs, emerging
leaders from the COHORT, and the bulk of the COHORT soldiers.

(2) Discussion: The universality of these problems, and the
Catch=22"situations in which they place commanders, identify them
as issueus overdue for action by the DA staff. They are extrinsice

to the CCHORT principle, but they compromise the successful
implementatior of that principle.
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(3) Future Research: The resecarch team will use data

analysis techniqes to identify relatlionships between shortages of
equipment or personnel on the one hand, and psychological
readiness on the other. Concurrently, the team will observe
commanders' efforts to work around the shortages. 1In its reports
the team will continue to identify extrinsic factors that affect
the successful implementation of the COHORT principle.




o] Ke Igssue: Accouterments and Bonding,

(1) Observations: Commanders.at all levels value the
use of accouterments and other symbolic items t¢ enhance
soldiers' identification with their units. The ways in which the
items are expressed often depend upon the level of the
organization and the willingness of leaders to tolerate
variations within the bounds of un'iormity of appearance and
standards of behavicr.

(a) 1In one brigade consisting of three battalions
of the same regiment, the leaders (especially the officers) use
regimental items of identification such as a distinctive
authorized belt buckle to focus a sense of belonging and a
history of continuity at the brigade level.

(b) Battalions encourage their members to purchase
(at their own expense) distinctive tee-shirts, shorts, or jackets

4 with the unit's crest and name. In several One-station Unit
f;. Training (OSUT) packages, the trainees themselves arranged for
ol the design and ordering of the clothing before their arrival at
o Fort Ord. The officer-NCO cadre already at Fort Ord were later
1;3 expected to conform to the trcops' selection.

(c) One battalion commander researched the motto
of his battalion's regiment. Finding the phrase to be both
archalc and uisleading to the modern soldier, he sought aud

. received permission to redesignafe his battalion motto using a

. word that he believed clearly embodies the “light fighter"

4 ethose This game word (synonymous with “assault” or "charge")
ﬂ is used by the battalion in rendering salutes.

Gﬂg (d) At levels below battalion, symbols often take
: the form of distinctive attitudes and public behavior rather than

"4 of {items that are worn or appear IiIn writing. One company

Fa commander and his first sergeant, for example, have focused on

iy the importance of displaying "wmotivatiou" to distinguish their

. coupany from the others. As a result, the company has the

reputation for being the noisiest and most enthusiastic during
; physical training. All officers and NCO's in the unit are
¥y expected to perform and teach this characteristic to soldiers:

"i leaders who do not conform, regardless of other demonstrated

Séh traits of compatence or acceptance by their troops, are pressured
ol to change.

4

T
[l

(e) Introducing uniqueness that may cause
cenfusion in tactical situations is discouraged. Staff officers

the first~term soldiers express a hope that the Division adopt

o
4
%$H noted that coummanders often prohibit platoon and squad leaders
| from employing platoon- or squad-specific ways of wearing the
1 "cat eyes” on the back of helmets.
by
‘q (f) Commanders at all levels, NCO's, and many of
d
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accouterment distinctive to "light fighters." They suggest a
plece of cloth similar to the “"Ranger" and "Special Forces"” tabs
or a beret. Almost all interviewees agree that this distinctive
item should not be given automatically to all who are assigned to
the Divislon, such as privates newly arrived from Bagsic Training:
otherwise, the accouterment would have no more meaning than a
mnedal awarded without the meritorious deeds. Suitable points in
the train-up cycle are especlially those involving the successful
completion of an exercise such as Rites of Pas<age.

(2) Discussion: The use of accouterments, symbolilc
items, and distinctive behavioral practices 1is common within the
Army. They are effective in marshalling psychologlcal
identification with a group. Initial impressions are that the
important elemeunts in undetrstanding the use of symbolic items and
practices include: the timing of introduction; the
organizational level of the unit involved; the meaning to
soldiers according to rank; and the potential for conflict with
requirements for uniformity and standardization.

(3) Future Research: Research needs to be directed at
different levels in the Division, and will focus o1 who initiates
and 1s affected by the syubols, how the process occurs, and what
impact these symbols have upon individual stress and group
cohesion. While identifying additional 1items and practices, the
research team will broaden the focus to include studying aspects
of symbolism that allow a comparison of public and private
behaviors and expressiouns. This further analysis will assist in
understanding the contributions of symbolic items and practices
in strengthening or weakening unit cohesion in cowbat and in
cther situations of severe stress.
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1. 1Issue: Constraints to Familial Adaptation to Army Life
in the 7th ID(L) COHORT Units.

(1) Observations: Spouses and family members express needs
for prompt, accurate and usable information on the COHORT system,
on Light Fighter initiatives, on the timing of scheduled
exercises and field duty for 7th ID(L) units, and for updates on
changes affecting soldier family life at Fort Ord. WRAIR
reconnalissance interviews and observations at Fort Ord show that:

(a) Spouses of enlisted men know relatively little about
the concepts underlying COHORT unit formatiom and Light Infantry
objectives. However, wives and family members acquire individual
and shared perceptions of the effects of these initiatives on
their lives via accumulated dally experience and verbal exchanges
over time, as well as through unit messages.

(b) Spouses express strong needs to know the timing aud
length of field exercises away from Fort Ord, and changes in Army
policies or Light Infantry requirements.

(e) Enlisted men and theilr wives point out that advance
communication from commanders tc families helps control rumors
and minimizes false or negative impressions of COHORT, Light
Infantry, and Army life among family members.

(d) Newsletters by Family Support Groups and unit brilefings
to families are valued by many wives as sources of accurate
+ information. However, commanders are reluctant to publicize
o dates of proposed field training far in advance, since these
- schedules may be revised by higher headquarters.

¥ (2) Discussion: The essence of these findings is that
iﬁﬂ, smoothly organized communications from commanders ruv family
3?3 members can alleviate the builld=-up of anxieties auong spouses and

o reduce family meaber uncertainty about separation from the
¥ soldier in the field. Spouses and children find it easier to
o adjust to trylug situations if they learn about events well in

jﬁ. advance and can plan to make accommodatious at home. Positive
ji} outcomes are reduction in feelings of stress and decreased

R resistance by Spouses to heavy training demands on soldiers.

ek Identification by family members with the goals and demands of

N the soldier's unit 1is enhanced by Iincreased awareness of the
ﬁﬁy nature of COHORT and kuowledge of advance training plans for

t'} their soldier's Light Infantry unit, especially at the battalion
AN and company levels. Their felt needs may, at times, conflict
:§¥J with the uncertainty factors faced by a commander in planning

field exercises, and a commander's desire not to be placed in a
position of having to 'change his mind' and appear indecisive.
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(3) [Future Research: Family/unit research will concentrate
on gaining in-depth understanding of the changing perceptions by
spouses and family members of 7th ID(L) unit activities as the
soldlers progress through training into readi  :ss status and as
units mature. Research inquiries will be aimed at: eliciting
formal and informal sources of information to families; assessing
the effectiveness and accuracy of each channel of communication;
obgserving two-way communication between family members and
wiltary representatives of their sponsor's units. Research will
include 2ssessment of the networks of interpersonal information-
sharing among unit spouses. The study will also assess the
circulation and impact of rumors and gossip about unit activities
and the Army that may mislead or upset family members
unnecessarily. Modes of effective rumor control by commanders
will be analysed. Detailed household and group participant-
observation will be performed to compare family behavior while

oy units are in garrison to behavior during field exerclises and in
,;gﬁ response to alerts and fly-aways. (See Soldier/Unit Issue 1.,
o above.)
gl
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m. Issue: Opportunities for Family Member Adjustment to
7th ID(L) and tort Ord.

(1) Observations: Unit welcoming receptions and orientation
of soldier families at TFort Or: by military units serve a
cohesion-building purpose and help reduce familial stress.
However, these COHORT unit activities are not well integrated
with installation agency orientation assistance and housing
referral functions,

(a) Interviews with spouses and soldiers suggest that unit~-
sponscred receptions for enlisced men's families upon theilr
arrival at Fort Ord stimulate positive responses and improved
capacity by family members to adapt to difficult living
conditions.

(b) Interviews also indicate that absence of welcoming
attention by unit leadersahip for new families makes some spouses
feel isolated. This is associated with the emergence of negative
dttitudes toward life at Fort Ord and about COHORT Light Infantry
among S8ome SpPouUSES.

(c) Units actively seek to meet arriving family members at
key locations, including, the Monterey airport, the Fort Ord Bus
Depot, on-post guesthouses, infantry unit dining facilities and
learning centers, unit day rooms, and barracks' courtyards.
Sites used for large group receptions include, post theaters,
clubs, picniec areas, recreational sites and Chapels. Unit=-
gponsored tours of installation facilities and adjacent civilian
resources also emerged as ways of providing organized welcoming
and familiarizaticne.

(d) vamily arrivals teund to coincide with first-term COHORT
soldier arrivals. This facilitates group reception efforts by
unit cadre. However, when individual families arrive at
different points in time, spouses report that welcoming functions
are often absent or disjointed. Officer and NCO cadres do not
report as COHORT packages and their families arrive
sporadically. Welcome efforts by partially formed units are
problematic for newly arriving cadre households.

(2) Discussion: WRAIR surveys of spouses and married
soldiers demonstrate statistically significant positive effects
from personalized welcoming efforts by the military units. These
efforts promote more successful short-term adjustment and better
long-term adaptation by soldier households to the Army way of
life. (See J. Martin, Chapter VI, this report.)
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(a) At both CONUS and OCONUS sites, favorable first
impressions and early acquaintance with other married couples in
the unit have been shown to improve spousal and child adaptation
during the course of the unit life-cycle. Unit group hospitality
and initial assistance with 'settling-in' problems promote two-
way interchange of information and improved spousal
identification with the soldier's unit and with the Army
ingtallation. These positive mindsets tend to persist and help
buffer stresses that emerge over time for family members and
soldiers. Results are improved soldier-family morale, and better
performance and retention rates. Cohesion within units 13 also
enhanced by sincere demonstration of caring for family needs from
the outset by commanders, senior NCOs, and theilr spouses.

(b) Conversely, surveys and interviews indicate an absence
of welcouing attention has deleterious effects on family member
stability and adaptability. Decreased self-esteem and negative
attitudes toward unit aund installation are linked to reduced
household coping ability and increased family stress problems.
These factors also advexrsely affect soldier morale, trainability
and readiness to fight, and diminish vertical cohesion and
retention rates.

(c) WRAIR interviews demonstrate psycho=-social isolation.
among some newly arrived spouses at Fort Ord. Spouses from all
ranks who felt unwelcomed gave generally negative views of COHORT
Light Infantry, Fort Ord and the Army. These mindsets may
persist throughout the tour even as living coanditions actually
iwprove for affected individuals.

(d) ©Lack of attention to spousal and children's needs on
arrival and no opportuaities for get-togethers with other unit
family wmembers have negative effects. Isolated spouses are far
less likely to bond together with other unit spouses. Their
participation rates in unit-sponsored activities for families
later on are low. Concomitantly, spousal and family member
interest in fitting into the military community of the
installation is diminished by newcomer feelings of discomfort
vis-a-vis military units and shyness toward wives of other unit
soldiers. Receptions and informal gatherings tend to break the
ice and provide opportunities for developing awareness of mutual
interests, aud for creation of friendships among spouses and
family members. Unit-—-planned social activities increase the
bonding between families. These interactions improve vertical as
well as horizomtual cohesion among soldiers through their
spouses. Welcoming gatherings provide opportunities for wunit
Family Support Groups to make announcements, obtain addresses of
new families, and distribute telephone tree lists. These actions
reinforce face-to-face familiarization among spouses and children
across ranks within the unit, increasing esase of communication.




[

(3) Future Research: There are two major gaps in the
welcoming process which call for research effort, as follows:

(a} Units are hard-pressed to provide warm welcomes to
families that trickle in during the arrival period. Good results
are found with unit-sponsored group activities for multiple
arrivale early in the COHORT unit life c¢ycle. Families coming 1in
at odd times appear to fall through the cracks of existing
reception efforts. Prompt reception methods that do not overtax
unit resources are needed. It appears that a key faeillity for
recelving newcomers is the installation guesthouse where faumilies
stay for up to a month or more upon arrival at Fort Ord.

Research will focus on how the guvesthouse can be used to create
initial good impressions among family members.

(b) Unit-to-family welcoming efforts need to achieve
improved coordination with installation agency=-based orientation
and in-processing services. At times the formal in—processing
procedures and informal unit welcouming activities overlap but do
not connect; in other cases they conflict, and cause confusion
amongst new family members about household living conditions.
Research will focus on areas of coordination between military
unlit and installation agency efforts, e.g., ACS orientation
procedures versus unit provision of ituformation, or Housliag
Office assistance vis=-a-vis unit efforts to find apartments for
soldier families on the local economy. A concept paper on this
i3sue will be circulated for review bty unit and installation
personnel.
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ne Issue: Predictability of Soldier and Unit Work Hours.

o4
g
o

(1) Observations: Predictability of soldier working hours in
garrison helps maintain family morale and spcusal support for
heavy military demands on soldier time.

(a) Enlisted and officer wives express a need to he sble to
anticipate garrison work hours on a daily and weekly basis in
order to plan family meals and other off-duty activities.
Soldiers maintain that while detalls extraneous to 7th ID(L)
training needs have been minimized, they experience the 'hurry up
and wait'syndrome at the end c¢f the duty day.

{(b) Some spouses lack confidence in the predictability of .
garrison work schedules or in the reliability of scheduled daty
hours.

(2) Discussion:

(a) Quality time for soldiers to spend with their faamily
members 1s treated as a very scarce resource by spouses,
especially due to the large portion of time spent by units in the
field. The opportunity to utilize evenings and weekends,
holidays and leave, and compencation and recovery time iu a
planned way 1is often more important to wives and childreun than
their stated preference for shorter workdays by the soldier's
‘ ._l,. unit.

SW (b) Although commanders are interested in shortening
f% workdays, all too often intervening factors within the chain of
&q command force elongation of the workday. Repetitive loss of

anticipated off~duty time raiges levels of uncertalnty aund

e distress unnecessarily, resulting 1a loss of trust in commandecs
' and a decline in morale by soldiers and famlily wmeuwbers. These
conditions contribute to destabilizatlion of family interaction
patterns at home and increase family stress.

(3) Future Rasearch:

(a) Research on the igsue of military unit predictabilicty
will focus on the distinction between quality time needed by
soldiers with family members and the quauntity of time required by
7th ID(L) units in training and garrison duty.

It is expected that married men, especially those Iin early stages
of conjugal relationships, will experience the greatedgt spousal
demands on their time. However, more seasoned cadre whose
families have adapted to Army work schedules should exhibit
effective ways to cope with Army time counstraints. Comparisons
will be made across the rank structure in this study. (See
Soldier/Unit Irsue c., above.)
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(b) A saecond major issue for future research 1is the
operational reality that could facilitate more regular and
shorter work hours in garrison. Multiple requirements on unit
commanders tend to delay departure from duty at the eud of the
day. Research will address how COHORT soldiers respond to the
pressures of long duty hours. This 1§ critical since early
release from duty can become a reward for unit performance.
However, equity in duty time across companies is also an 1s3ue;
fairness norms are often set by the group process itself.
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o. Isgue: The effect of TDY Separations on Family
Stability.

(1) Observations: Separations due to field exercises of 7th
light Infantry units affect family stability. Researxch teanm
intterviews at Fort Ord and Fort Hunter Liggett show that field
duty time can impair family member relationships with soldiers
and upset household functioning. Causes of separation stress are
of three maln types:

(a) Too frequent separations have cumulative effects on
family functioning.

(b) Soldier absences during major family crises or critical
life changes cause distress.

_E? (¢) ULong duration filield stays disestablish the role played
Q} by a soldier in his household, causing re-entry problems, and may
EE overwhelm Spousal coping capacity.

ER

(-

(2) Discussion: WRAIR survey data and interviews demonstrate
the potential for adverse ilmpacts due to military field time
demands that absent the soldier from his nuclear family.

Examples of this effect appeared during the training period for
7th ID(L) COHORT units, mainly amecng recently married enlisted
soldiers with wives aund very young children., 1In several cases
wives were unable to handle household crises alone, or women in
late stages of pregnancy were put at risk. A few were upset by
incidents of telephone harrassment or 'peeping toms' during their
husbands' field absences., '

(a) TIumediate or extended family deaths or serious
illnesses add stress to the situation for soldlers in the
field., However, coummanders have responded by quickly returning
men with family emergencies to Fort Ord and providing passes to
help alleviate these concerns. Battalion command policies on
what constitutes a family ewmergency were found to vary
considerably., COHORT soldiers' desire for equitable treatment of
individuals tests the limits of each commaunder's policy on
excusing a soldier from field exerclses for family or personal
problems.

(b) When field time is recurrent and frequent, as required
in the training cycle of the Light. Infantty, evidence from
previous WRAIR research suggests that cumulative disruptions of
household life may seriously degrade marital bonds and parental-
child rapport. Well-gspaced periods of unit activity in garrison
permit a recovery phase that 1is also bemneficial to family
functioning. Off=-duty recovery time 1s alsc a way used by sone
commanders to help soldiers reintegrate into their family life.
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(¢) Some commanders encourage education of all family
members, as well as soldiers, on how to prepare for departure and
for re-entry from the field. Downtime aad off-duty time permit
recovery of family solidarity through shared activities. Skill
in use of downtime may be enhanced through unit=~spoasored

information and outreach education efforts directed at family
members.

(3) Future Research: Light Infantry commanders have various
ways of handling separation and re-entry problems to buffer thelir
soldiers and family members against disabling effects of
stress. The research team will monitor the impacts of these
interventions through longitudinal survey measures of spousal
attitudes as well as soldier perceptions. A concept paper will
describe unit innovations for overcoming TDY separation stress.
The concept paper will be circulated among commanders, as well as
married soldiers and their wives, to stimulate emergence of a
broadened recognition of separation stress and tools to
counteract it.

PR AT A

< -.“&."_". :x__.'_z_‘

!
X

cda 3

=5
R A A
e Salald

oo
~or

P

-

ek

s

Vii-39

T D e g A e S R T B T A TS,

T TRy T T Y WY WY W RGeS,

L



p. 1Issue: Family=-to-unit Bonding and Family Support
Groups.

(1) Observations: Unit~sponsored Family Support Groups (FSG)
can strengthen "soldier will” by alleviating family distress.
Participation in Family Support Group organizatioms is contingent
on an atmosphere of openness that de-emphasizes hierarchical rank
differences among spouses. Successful Family Support Group
integration with military units requires persistent command
backing at each organizational level.

_ (a) Interview data suggest that COHORT battalions and
\ company units provide a favorable climate for the emergence of
" family support activities volunteered by uunit spouses.

(b) Family~-to=-unit bonding and cohesion among spouses does
not occur spontanecusly within units. Planned activities,
calculated to generate reciprocal sentiments, are essentlal to
help family members ideuntify with their sponsor's Family Support
Group, and to help them understand 1its potential role in their
lives.

(¢) Wives of enlisted men express strong feelings about
their sgstatus in FSG functions. They are wary of situations where
wives of officers and NCOs "wear their husbands' rank.” However,
when wives of leaders do not participate, FSG activities
languish, Two-thirds of married soldiers in COHORT units are
junior NCOs. They also have the largest family size. Their family
needs include increased social support. About a quarter of 7th
LID families are those of first-term enlisted men., They also
experience many problems which can be addressed with the help of
a unit Family Support Groupe.

(d) Data from interviews shows that willingness to
participate in a unit Family Support Group's activities depends
on creation of a sense of mutual reciprocity and non-judgemental
confidentiality about each family's personal problems.

(2) Discussion: Heavy users of FSG referral and direct
assistance are not usually the same spouses who volunteer for
group activities. The main receivers of support action are wives
of junior NCO and enlisted men with children, who live off-post
and have no local ties. The main contributors are usually wives
seasoned to Army life, living on post. This asymmetric
interactive situation creates strains within developing Family
Support Groups. Those who are willing to contribute expect more
muteality of effort from recipients.
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(a) The Light Infantry COHORT unit is well-situated to
undergird the development and maintenance of functional Family
Support Groups through initial command sponsorship and personal
gupport by commandars' wives at each level. Commanders' wives
usually recogn':e the value of projecting an inviting and
democratic atmosphere in the process of establishing and
advancing FSC objectives. If perceived as “rank-free" in style,
FSG groups receive more participation from enlisted spouses.
Domingtion by a parceived "wives chain of command"” works against
this goal.

(b) The unit alze and composition best able to operate
effectively as a group of spouses is the company. A COHORT
company usually iuci:des at least three dozen resident married
soldiers at Fort Gvd, But, the tightest inter-family links
usually emerge betwewa spouses of soldiers in the same platoon of
similar rank. Conpany-liavel F5G formation generates group
cohesion across ranks as w21l as within ranks when organized with
gensitivity to the feellngs of enlisted men's wives.

(c¢) Command emphasis from the division level (provided
informally through leadership by the division commander's wife
and battalion commanders' wives) provides a positive climate for
the creation and stimulation of Family Support Groups at the
battalion level and below. 4 battalion commander's commitment to
the promotion of functionnal family support organization and
coordination with his staff is critical to the growth and
survival of this largely voluntary organization. The coupany
commander and flrst sergeant and their wives are also crucial.
But, if FSG support comes only at the coampany level, turnover in
leadership, variations in leveiy of voluntary interest by
members, or personality c¢lashes may result in problems. Problem
areas may be inactivity of cowpany FSG memberships or conflict
between FSG voluntee:s 2ud the chain of command over the proper
role of the FSG. Assertive FSG members may challenge commanders
to negotiate policy changes. The operations of the FSG council -
composed of company representatives at the battalion level =-
serves a stabilizing and focusing function to stimulate FSG
conglsteucy across companlies and to channel the perceived
concerns of spouses to the appropriate level of command.
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(d) The authorized purpose of the FSG is to assist family
members with {information and limited types of personal help, and
to provide a support network for family members while units are
away at field duty. However, some FSGs expand service activity
beyond Army-authorized scopes of work and responsibiliities. This
may lead to improvements in family-unit cohesion in some cases.
It may also contribute to coanflict or confusion amongst members
or sub=-groups if FSG goals and mandates are unot clearly
cowsmunicated to unit and family members.
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(e) It is not uncommon that many single soldiers living in
the barracks benefit from various Family Support Group activities
aimed at offering morale support to &ll unit soldiers. These
include cakes and cookies at the barracks when soldiers come back
from the field, and FSG and uuit planned social ‘gatherings.
Single soldlers may be requeasted to provide labor and resources
to asgist with FSG functions at unit facilities, e.g.,
babysitting services, preparation of flyers and written
announcements, and help with FSG dinners and party preparations.

(£) Monetary donations by single soldlers at FSG-sponsored
unit events tend to become significant budgetary resources for
the organization. Significant in-kind donations by married
soldlers’ wives take the form of baked goods and services such as
sewing tags and patches on uniforms. These reciprocal exchanges
build the basis for family-unit goodwill and social support if

there is consistent command backing for the Family Support Group
efforts.

(3) Future Research: A major goal of WRAIR future research
will be to assess the linkages between "soldier will"” (and unit
preparedness for combat) and Family Support Group effectiveness
in veducing the stress on family members and building group
morale. Developments in new and mature FSG organizations at Fort
Ord will be monitored to test the impact of these linkages.
Concept papers on these subjects will be prepared and circulated
to unit FSG members and the Study Advisory Group.

(a) The dynamics of FSG formation, and the functional
requisites for maintenance of FSG usefulness across the life-
cycle of COHORT uanits, will be major research areas and the
subject of concept papers and reports. Key objectives for
analysis will be to assess the relationships between family
coping capaclty and stress reduction through family-tc-unit
bonding. The linkage of these processes to command and coamunity

domains will be studied. (See Family/Unict/Community Issue Q.,
below.)

(b) Data on NCO family members' links to FSG activities are
as yet scanty. Future research will specifically address the
stresses experienced by these types of families. Analysis will
be performed in tandem with observation of the stress experienced
by NCOs in garrison and in the field. (See Soldier/Unit Issue
h., above.)

X AT

- B WS A




qe Issue: The Family Support Group At the Interface
Between Command and Family.

(1) Observations: In the 7th ID(L), the family support
group (FSG) is visibly promoted by top command as a vital bridge
between Army families and the unit. In each unit, the FSG also
may be required to link models of expectations and hehavior
rooted in divergent traditions,

(a) Commanders at most levels recognize that when a
light fighter trains fifty percent of the time in the field and
therefore away from his fawily, the family needs access to
reliahble sources of practical information, emotional support, and
basic social services. The FSG, an orgsanization that is created
anew in each newly formed unit, is an officially endorsed
auxiliary to the unit that 1is designed to provide, or to
facilitate acquiring, the necessary information, support, or
services. To accomplish these tasks, the FSG works in concert
with the unit families, command, rear detachment command, and
Fort Ord community services.,

(b) Brigade and battalion commanders at Fort Ord praise
the ability of FSG's, in general, to handle routine referrals for
information and assistance. This frees up command ¢to concentrate
on mission-related planning or on personnel actions that require
command decisioms. In several battalions, the roles of the
S1/Rear Detachment Commander and of the Chaplain have evolved
into congultants to battalion FSG's, as anticipated in the Fort
Ord FSG regulation,

(2) Discussion: In the past, a traditional military
command structure typically ignored the importance of family
relationshipse. In that environmeant, the two institutions of the
Army and the family competed for the {fndividual soldier's limited
time, eunergy, and devotion. The FSG may be seen as one attempt
to bridge these competing institutions. Supportive services,
such as the Army Community Services and more recently the Family
Support Group concept, were created to actively alleviate the
stregses on families s¢ that families can support the Army's
basic readiness wissiocn.

(a) Paradoxically, as FSG's demonstrate proficiency in
handling family crises and in planning successful morale-
enhancing activities, some commanders may begin to perceive the
FSG 38 a threat to their authority. The sense of threat is
helghtened if the women express opinlons about matters that
involve traditional command perogatives, such as requestiag
written command policles on predictable and equitable work
schedules or desiring to negotiate accevtable reasons for
excusing soldiers from garrison or field duty to attend to family
needs.
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(b) On the other hand, the commander and senior NCC at
the company or battalion level who do not feel threatened by the
activities of their FSG can draw upon support of unit wives as
morals boosters for all the soldiers. The short—term effect 1is
that the unit leaders can develop .a group of advisers and extra
hands to tackle salient unit-~family issues; the long-term effect
for the Army is a demonstrated higher retention rate among thelir
troops.

(3) Future Research: The research team will continue to
follow the development of several family support group efforts at
the battalion and company levels. In addition, the team will
observe the FSG program ac an example of a high-priority command-
eundorsed community service project designed to support and
complement the Light Fighrer thrust in the units.




r. Issue: Fort Ord Community and Command Social Context.

(1) Observations: National and regional media frequently
broadcast news coverage on the living conditions of soldiers and
their families at Fort Ord. This magnifies public Iinterest in
their situation and contributes to a "spotlight effect”,
agplifying Department of the Army councern about the appropriate
development of the Light Infantry divisicns and of COHORT.

(2) Discussion:

(a) 7th Light Infantry commanders view theilr units as
prototypes for the Army of the future. They attempt to achieve
training perfection and to project a sharp professional public
image. These efforts at 'overachievement' or 'eliteness' may
become powerful stressors on enlisted soldiers and their family
members. In turn, family members may develop distorted
perceptions of the deficits in their quality of life and degree
of household distress in this pressure-cooker atmosphere.

(b) The spotlight also falls on installation agencies at
Fort Ord which manage the infrastructure and provide benefits to
soldier familles. These include the housing office, the
engineers, the shopping facilities, the health-care system and
the social and welfare services., Conflicts between installatlon
and division or incongruities between fast—developing combat
units and more stable installation agencles may be highlighted by
the glare of publicity.

(3) Future Research: WRAIR plans to study the human
responses to this spotlight effect at Fort Ord as part of 1its
analysis of soldier and unit performance. The issue of family
resilience in coping with the special conditions of life at Fort
Ord. in the COHORT Light Infantry will be examined ag part of the
soclal context, a major element ian our study., Data analysis will
combine community relations and group symbolic expressions,

- studied by interview and observation, with survey results on
T individual attitudes and perceptions among socldiers and their
? spouses. (See D. Marlowe, Chapter IV, this report.)
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4., Study Projections

ae

During the reconnaissance phase of the evaluation of the

Light Infantry Division, the research team developed a list of
toplics that appeared suitable for development as “concept

papers,”

defined here as essays or information papers written

around specific themes that revea something new about the Army,
or shel? new light on a traditional idea. Thesc topicecs appear

below :a

two categories--soldier/unit themes anu

family/unit/community themes--with topics in order of research

priority.

b.

Soldier/Unit Themes:

Unit welcome to soldlers

Accouterments and unit symbols

NCO problems in COHORT units

Soldier recovery periods, downtime, and burnout

Command integrity

Junior enlisted soldier career information and options

Unit life-cycles

Group misconduct in COHORT units

Role relations and teaching-learning rapport awong
NCO's and officers; training new lieutenants

Predictability in COHORT units and optimizing duty time

Impression management: looking good vs. being good

COHORT

Coe

units and the "spotlight effect”™ on soldliers

Family/Unit/Community Themes

Unit information transmission to families

Unit welcome to family members

Quality family time

Health

, social services, and benefits available:

integration with unit to meet family needs

Activist vs. passive agency and unit approaches to
familial problems of soldiers




¢c. Family/Unit/Cormunity Themes (cont.)

Spouse employment and volunteer work among COHORT unit
spouses

Daily life activities of COHORT so'dier family members, ‘
family stress, and coping skills

Functioning and innovation in family support groups

Housging dilemmas on~— and off-post for COHORT families . i
1
[
COHORT uunits and the "spotlight effect” on families
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